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Powering Out of the Curve

Most company leadership teams spent the last several years
“braking into the curve”—cutting costs, streamlining 
operations, conserving cash and managing their credit

facilities. The brake was the proper pedal for this portion of the track. 

But how should leadership teams maneuver as they reach the apex  
of the curve—the critical point at which braking is no longer the right 
technique and gears need to be shifted to increase speed and power out 
of the curve?
essential. If you let up on the brake too soon, you might still hit the wall.  
If you let up too late, competitors will pass you.  

But more troubling than the question of timing is whether your revenue 
engine will respond when you round the corner and try to accelerate. 
If your engine sputters, top-line growth will be sluggish, market 
share will be lost to better prepared competitors and investors will be 
disappointed. 

Companies should begin now to determine how their revenue engine 
may respond. Improvements and adjustments will require precious  
time to complete. The next pages provide insights to help you 
ensure your revenue engine responds when your time comes for  
powering out of the curve. 
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A common reaction to economic 

downturns by companies is to focus on 

squeezing out all unnecessary costs to 

stay competitive and protect margins. 

While focusing on costs is important, 

many companies overlook other ways 

to expand margins like better pricing 

strategies and enhanced focus on the 

most critical high value customers.  While 

often hidden below the surface, finding 

these treasures can significantly grow margins and revenue.

Discovering the Buried Treasures

Executives often ask us how to detect whether or not there are hidden margins within 

their customer base. We use a short checklist to identify and quantify the magnitude 

of these opportunities:

u	 Is there an effective pricing strategy in place today?

u	 Is the customer base properly segmented to allow differentiated pricing 

based on buying behaviors?

u	 Are customers that destroy margins effectively managed?  

u	 Is the sales team allocating resources to the highest value customers?

u	 Does the sales team have the right process and structure in place to capture 

pricing opportunities?

u	 Are pricing controls in place to monitor pricing and provide appropriate 

oversight?

u	 Are the right metrics tracked aggressively to objectively determine 

performance in the market against competitors and resulting margins?

Failure to clearly address these questions will lead to less than optimal pricing and 

key opportunities for margin expansion will be overlooked.  In our recent work with 

several industrial companies, we found four particular opportunities to increase 

pricing and margins.

Growing Margins:  Pricing Strategies to 
Improve Revenue Growth and Profitability

	
  

	
  



1.   Understand Buyer Values to Drive Value-Based Pricing

The ability to add incremental value in exchange for value-based 
pricing is a key to revenue growth and margin expansion. While 
this requires a deep understanding of buyer values, the hard work 
required to develop this knowledge and implement differential 
pricing can be rewarding. We have found that an effective 
segmentation on buyer values can add up to 10 or more points of 
incremental margin.

For example, our Nine Voices of the Market™ research for an 
industrial products company found that buyers focusing on 
quality were willing to pay significantly more than buyers driven 
by price.  Unfortunately, because the company lacked the in-depth 
understanding of buyer values and the ability to segment the 
customers, the majority of this premium had never been realized.  

u	 Effective segmentation allows companies to extract 
premiums from less price sensitive segments while also competing in more competitive markets

u	 This targeted strategy simultaneously increases overall “win rates” while maximizing margins

u	 Segmentation can be based on buyer values, industry, size, geography and other characteristics potentially influencing 
buying behaviors

2.	 Optimize the Pricing Process

Clearly defined pricing processes are critical to ensure pricing 
strategies are executed effectively in market, particularly 
when sales reps manage pricing for existing and new 
customers.  In recent work with an industrial client, we found 
the sales reps were not provided with adequate process, 
tools and controls to price effectively, resulting in significant 
price variability for nearly identical products and volumes.  
Variability stemmed from unplanned discounts, unintentional 
give-aways, unearned discounts, etc.  Implementing the right 
pricing structure and processes along with supporting tools 
and controls can improve margins by 2 to 4 points of margin.

u	 Pricing across reps and even for customers of the same reps can be highly variable 

u	 Variability can be narrowed and price points increased by methodically raising the lowest price points through:
	 •	 Formal pricing processes with standard pricing guidelines and tools
	 •	 Tighter pricing controls with appropriate structure for management oversight

Some Revenue Engines Were Weak Even 
Before the “Braking” Began 
Old weaknesses in your revenue engine didn’t get fixed 
during the slowdown. These weaknesses are hibernating 
and waiting to become failure points when your revenue 
engine starts to rev up again. Here are a few examples we 
have seen recently:

u	Sales and marketing believe they know why they win/
lose but their beliefs are inconsistent with what new 
customers and lost prospects tell us 

u	The sales force sells features and functions not business 
solutions and business value (ROI) 

u	Customer segmentation is very rudimentary and 
therefore not helpful in optimizing resource allocation 
or making the best pricing decisions

u	The sales pipeline is full of old leads and low probability 
leads—the pipeline is unusable for revenue forecasting 
or evaluating the true condition of customer demand

u	The bottom 25% of the sales force lacks the skill, the 
will or both to be successful

u	Channel partners are not adequately supported with 
tools and messaging to optimize their performance 

To Make Things Worse, Your Customers Have 
Likely Changed in the Last 12 Months 
It seems reasonable to assume that your customers  
think differently than they did a year ago. Their world has 
changed dramatically, just like yours. When you try to 
power out of the curve, you need to understand what’s 
the same and what’s different in your primary customer 
markets.

u	Are all customers more price sensitive or just certain 
segments? 

u	Have buying preferences and decision factors 
changed? Are customers expecting a different value 
proposition? 

u	Have buying decisions for your products/services been 
elevated to a more senior buyer within your customer’s 
organization? 

u	Has the ROI horizon contracted? 

u	Do customers have a different willingness to spend or 
different investment agenda?

u	Has the perception of your company changed?  
The perception of competitors? 

u	Have competitors changed their messages, tactics, 
products, pricing? Is this resonating with customers?

So, how can a company tell if its revenue 
engine is ready to go when the time comes to 
power out of the curve? 
Based on our work with nearly 200 companies,  
Blue Ridge Partners has prepared the following checklist 
for making sure you are ready.  

1 Proprietary and Confidential 
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If you aren’t seeing superior growth in profitable revenue, contact us for an actionable
evaluation of your company’s revenue engine.

Tools we used to improve their revenue growth

u	100 Behaviors of High Performing Revenue En-
gines™ as the basis for measuring sales perfor-
mance and identifying gaps between current and 
desired performance  (see below)

 u Performance standards and benchmarks to evalu-
ate absolute and relative performance within and 
across properties and brands

 

u Nine Voices of the Market™  to gather data on 
actual sales personnel performance

u Comparative performance charts to motivate 
improved performance (see below)

u Periodic reports to track performance trends 
over time

Brand operator performance report

u	Only 28% of properties were Model Performers 
and 32% were very far below expectations

u	At 25% of properties, it was difficult to even make 
contact with a Group Sales representative

u	50% of properties did not adequately handle pric-
ing objections 

 u	Only 50% of the properties developed acceptable 
proposals

 u	 50% of the properties failed to satisfactorily 
follow-up on outstanding proposals - i.e., failed 
to make a follow up phone call to the prospective 
customer

Examples of poor performance we identified
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Some Revenue Engines Were Weak Even 
Before the “Braking” Began 
Old weaknesses in your revenue engine didn’t get fixed 
during the slowdown. These weaknesses are hibernating 
and waiting to become failure points when your revenue 
engine starts to rev up again. Here are a few examples we 
have seen recently:

u	Sales and marketing believe they know why they win/
lose but their beliefs are inconsistent with what new 
customers and lost prospects tell us 

u	The sales force sells features and functions not business 
solutions and business value (ROI) 

u	Customer segmentation is very rudimentary and 
therefore not helpful in optimizing resource allocation 
or making the best pricing decisions

u	The sales pipeline is full of old leads and low probability 
leads—the pipeline is unusable for revenue forecasting 
or evaluating the true condition of customer demand

u	The bottom 25% of the sales force lacks the skill, the 
will or both to be successful

u	Channel partners are not adequately supported with 
tools and messaging to optimize their performance 

To Make Things Worse, Your Customers Have 
Likely Changed in the Last 12 Months 
It seems reasonable to assume that your customers  
think differently than they did a year ago. Their world has 
changed dramatically, just like yours. When you try to 
power out of the curve, you need to understand what’s 
the same and what’s different in your primary customer 
markets.

u	Are all customers more price sensitive or just certain 
segments? 

u	Have buying preferences and decision factors 
changed? Are customers expecting a different value 
proposition? 

u	Have buying decisions for your products/services been 
elevated to a more senior buyer within your customer’s 
organization? 

u	Has the ROI horizon contracted? 

u	Do customers have a different willingness to spend or 
different investment agenda?

u	Has the perception of your company changed?  
The perception of competitors? 

u	Have competitors changed their messages, tactics, 
products, pricing? Is this resonating with customers?

So, how can a company tell if its revenue 
engine is ready to go when the time comes to 
power out of the curve? 
Based on our work with nearly 200 companies,  
Blue Ridge Partners has prepared the following checklist 
for making sure you are ready.  

3.	 Eliminate the Margin Destroyers 

As companies struggle to hold onto customers and revenue during economic downturns, many in management relax their focus on 

margins.  With increasing input costs margins across the customer portfolio quickly come back into focus.  By evaluating the customer 

portfolio with a hard eye, scarce sales resources can be reallocated to the higher value customers – those with significant growth 

potential and the ability to provide attractive margins.  At a recent client we found that 30% of the customers provided little in revenue 

and almost no margin.  While these customers did not consume 30% of the sales team’s time, they certainly distracted from the central 

goals of serving and growing the most attractive high margin customers and prospecting for new customers.

u	 A concentration analysis frequently 

highlights how large segments of the 

customer base can contribute minimally to 

overall sales and margins

u	 While many of these accounts may be 

marginally profitable, they often consume 

disproportionate sales resources

u	 Evaluating true economic value, including 

total costs to serve, can help companies 

determine where they need to focus to 

optimize the customer portfolio and how 

they should think about reallocating sales 

resources

4.	 Measure Pricing Performance and Optimize

In our work we frequently find that management lacks hard objective measures of their company’s pricing performance and relies 

instead on anecdotes and past experience from the sales team.  To maximize pricing performance, companies need to develop pricing 

performance metrics that regularly measure the sales teams’ in-market results.  While these metrics differ across companies, closely 

monitoring performance will allow companies to identify and capture the hidden margins they may be overlooking today. 

We are experts in helping industrial companies drive revenue growth through pricing and other 

margin expansion opportunities. Contact us if you would like assistance in identifying and 

capturing these opportunities.

Getting Rid of the Margin Destroyers


