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Agenda
E X P L O R I N G  N E W  A R E A S

• Get to Know the Basics of Pricing
• Price or Surcharge: What to do in a Changing Cost Environment: Price or Surcharge?
• How to Craft and Deploy a Pricing Strategy That Drives Maximum Value.
• Understanding the Consequences of (not having) a Pricing Strategy
• Learn how AI and Tech are Reshaping Pricing.
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Fundamentals: Pricing Basics

Customer Orientation creates

Competitor-Reactive 
Pricing

Market Orientation creates

Market or Value- 
Based Pricing

Low or no market awareness limits 
pricing to

Cost-Based 
Pricing

Customer Orientation creates

Customer-Reactive 
Pricing
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Fundamentals: Strategic Pricing
1. Company-Specific Strategy

• “Top-down” Leadership Point of View
• Key Structure Elements 

2. “Desire to Get Serious”
• Resourcing
• Processes & Ownership

3. Gross Pricing Management
• Costing & List Prices

4. Net Pricing Management
• Dealmaking
• Discounting

5. Success Metrics/KPI’s & Analytics
• Gross/Net Profit Margins

• Discount effectiveness
• Price elasticity of demand

Effective

Price

Management 

Culture
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L e s s o n s  f r o m  R e s t r u c t u r i n g  o n  ( N o t  H a v i n g )  a  P r i c i n g  S t r a t e g y

• Lack basic visibility into pricing structures

• Don’t understand true cost components

• Aren’t aligned cross-functionally to execute price changes effectively

These shortcomings aren’t just operational issues—they’re strategic failures that lead 
directly to financial distress.

Pricing to Survive and Thrive
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Common Challenges

NO STRATEGY OR CADENCE

Pricing is handled ad hoc, with 
no clear ownership or rhythm.

DISJOINTED SYSTEMS

Poor ERP integration or 
outdated tools make it hard 

to pull good data.

SILOED DEPARTMENTS

Finance and sales/marketing 
don’t talk—pricing decisions 
lack alignment and insight.

LIMITED MARKET INTEL
Market research is seen as 
expensive or optional, but without, 
companies price in the dark.

REACTIVE MINDSET

Pricing isn’t examined until the 
company is already in trouble.

NO ANALYTICAL CAPABILITY

Even when data exists, there 
are no tools or processes to 

interpret it.
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Case Studies: Basic Analysis

Initial Assessment:
- Strong gross, some net structure
- Opportunity with net levels & large customers

Client #3
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Sales/unit (total cust rank)

Initial Assessment:
- Strong gross and net structure 
- Falls apart (discounts) for largest customers

Client #2

S a m e  a n a l y s i s ,  d i f f e r e n t  i n s i g h t s ,  c u s t o m i z e d  a c t i o n  p l a n s
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Initial Assessment:
- Minimal gross price control
- “Wild West”

Client #1
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TECH AUTOMOTIVEMANUFACTURING

▪ WIFI Provider for Apartment 
Complexes

Trigger: A $20m investment infusion 
was burned in 2 month and management 
could not account for it.

Diagnosis: 95% of contracts were not 
priced to cover costs

Fix: Basic operational controls to track 
cost and billing, extending the company’s 
cash runway.

▪ Manufacturer of Sheds &Small 
Structures

Trigger: Covenant defaults from 
significant EBITDA losses

Diagnosis: Management had no visibility 
into cash drivers. Reactive price 
increases exhausted elasticity.

Fix: Rebuilt financial reporting and 
implemented immediate cuts and 
renegotiations with lease and 
management salaries.

▪ High performance Auto and 
Powersports Parts 

Trigger: Unable to meet debt obligations 
and unclear of the root cause. 
Anticipated industry downturn motivated 
investors (PE) to identify the lack of 
profitability. 

Diagnosis: Standard costing buried 
overhead; no clarity across portfolio 
brands.

Fix: Portfolio-wide break-even analysis 
normalized cost data.

F r o m  D i s t r e s s  t o  S u c c e s s

Case Studies: Results



A r m a n i n o . c o m

© Armanino LLP. All Rights Reserved  |  Possible (Re)Defined
  

11

Drive Rapid Results
HOW TO MAXIMIZE THE IMPACT OF YOUR DATA & AI INVESTMENTS

Generative Productivity Boosting

01

Impact

AI Boosted Decision Making
03
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Autonomous Analysis & Actions
04

Task-level productivity boosting via end-user-prompted, generative AI responses. Ideal for basic 
information retrieval and content generation, powered by the user’s direct input
(End-user-prompted Information-based response)

Teach, Learn, Prepare, & Adopt

Machine learning-based predictive and prescriptive analytics for data-driven 
decision making
(Advanced insights, proactive notifications, and information-based responses)

Collect, Cleanse, Train & Evaluate

Fully autonomous decision making and process performance driven by AI
(Information- and action-based responses with little human intervention)

Design, Build, Govern, & Monitor

Integrate, Develop, Manage, & Deploy

Request-driven, application-integrated agents for task performance. Structured AI 
innovation management
(Both information-based and action-based response)

Request-driven Task 
Performance

02
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“ C h a n g e  b e f o r e  y o u  h a v e  t o . ”  -  W e l c h

Be Proactive

Distress can be avoided when 
management stays proactive to 
employ …

➢ Good data
➢ Useful reporting
➢ Leverage tools and technology

PRICING

to stay ahead of the market 
variables.
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P O S S I B L E  ( R E ) D E F I N E D

The End
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Armanino Operates in an 
Alternative Practice Structure: 
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“Armanino” is the brand name under which Armanino LLP, Armanino CPA LLP, and Armanino Advisory LLC, independently owned entities, provide 
professional services in an alternative practice structure in accordance with law, regulations, and professional standards. Armanino LLP and Armanino CPA 
LLP are licensed independent CPA firms that provide attest services, and Armanino Advisory LLC and its subsidiary entities provide tax, advisory, and 
business consulting services. Armanino Advisory LLC and its subsidiary entities are not licensed CPA firms.
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