Wholesale Price Guidance: The Strategic Lever for
Margin Optimization and Market Competitiveness
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The wholesale distribution landscape has changed.

What once was a relationship-driven industry focused

on availability and service has evolved into a data-
intensive marketplace where pricing precision determines
competitive survival. Today, you face an unprecedented
convergence of challenges: supplier cost volatility,
intensified competition from online marketplaces,
increasingly sophisticated customers and margin
pressures that demand a strategic response rather than
reactive discounting.

Without a structured pricing discipline, even strong
sales teams unintentionally erode profitability through
unmonitored discounts and inconsistent deal structures.

This eBook is designed to help you shift from price-
reactive to price-confident operations. It provides the
strategic framework and implementation roadmap
necessary to transform your pricing approach. You'll
discover how leading distributors use price guidance
to improve deal quality, reduce excessive discounting
and turn pricing precision into a sustainable source of
competitive advantage.
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Tackle the modern pricing dilemma

Wholesale distributors face an unprecedented convergence of
challenges that traditional pricing approaches cannot address.
Supplier cost volatility, intensified competition from online
marketplaces, and increasingly sophisticated customers demand
a strategic response rather than reactive discounting. Without a
decisive shift, margin slippage becomes systemic.

The explosion of available data has transformed pricing from intuitive
decision-making to analytical precision. Customer transaction
histories, competitive intelligence, cost fluctuations and behavioral
patterns provide unprecedented visibility into optimal pricing
strategies. However, data without direction creates confusion rather
than clarity.

By moving first on price guidance, you set the new
standard that your competitors are forced to follow.

Price guidance bridges the gap between rigid automation and
inconsistent manual pricing by translating data into actionable
intelligence for your sales teams while maintaining the relationship-
focused approach that drives distributor success. This balanced
methodology enables faster, more consistent pricing decisions that
protect margins while remaining competitive.



Understand the margin-competitiveness tradeoff

Wholesale distributors operate within an increasingly compressed margin environment. Supplier cost volatility, driven
by raw material fluctuations, transportation expenses and global supply chain disruptions, directly impacts profitability.
Simultaneously, online marketplaces and direct-to-customer manufacturer programs intensify competitive pressure.

Three recurring pricing challenges surface across distributors of all sizes:
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1. Inconsistent pricing decisions
Without systematic guidance,
sales representatives make
pricing decisions based on
varying levels of product
knowledge and competitive
awareness, creating margin
leakage and customer confusion.

Vistex

I

Oo

2. Reactive market responses
Many distributors respond to
competitive pressure through

reactive discounting rather
than strategic positioning,
accelerating margin erosion
while failing to address
underlying competitive
disadvantages.

3. Limited analytical
capabilities
Excel-based pricing
analysis cannot
process the volume
and complexity of data
necessary for optimal
pricing in today's market
environment.
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The impact of common pricing mistakes on your business
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The volume trap

Pursuing volume growth through aggressive
pricing often destroys profitability faster than it
generates revenue.

One-size-fits-all discounting

Blanket discount policies overlook opportunities
to segment customers, resulting in lost revenue
from price-insensitive customers.

Delayed price adjustments

Slow responses to supplier cost changes or
competitive moves compound margin pressure
and create operational inefficiencies.

Each of these mistakes stems from the same root issue: pricing
decisions made in isolation from structured intelligence and
organizational guardrails. Correcting these issues demands a
unified pricing framework that aligns people, processes and data.

Most margin losses aren’t a pricing problem;
they're a guidance problem.
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Define price guidance

Price guidance provides recommended price ranges — floor, target and ceiling prices — to support informed pricing
decisions during customer negotiations and quote development. Unlike automated pricing systems that remove
human judgment, price guidance enhances decision-making by combining analytical insights with sales expertise.

Automation alone won’t save your margins. Guided pricing will.

How price guidance differs from alternative approaches

Approach Static Pricing Dynamic Pricing Price Guidance
Flexibility Low High Medium
Data dependency Low High Medium-High
Customer perception Stable Unpredictable Stable, Customized
Sales involvement Manual Automated Guided decision-making
Use case fit Commodities Fast-moving online B2B negotiated deals
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Price guidance gives sales teams
boundaries that protect margins while
still allowing room for negotiation
strategy and relationship nuance.

Static pricing uses fixed prices updated
infrequently, typically through cost-plus
formulas. While simple to implement,

it lacks responsiveness to the market
and fails to capitalize on customer
segmentation opportunities.

Dynamic pricing uses algorithms

to adjust prices in real time based

on market signals. Though highly
responsive, it can damage trust-based
B2B relationships and create customer
confusion.

Price guidance strikes the strategic
balance, providing data-driven
recommendations within relationship-
focused sales processes. It gives
leadership confidence that margins are
being protected deal by deal, without
stalling sales velocity.
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Types of price guidance implementation

No single form of guidance fits every pricing situation. The most
effective distributors layer guidance types to match deal complexity
and commercial intent.

Product-level

When you're managing thousands of SKUs, keeping
pricing consistent is tough. Product-level guidance takes
the guesswork out by analyzing your costs, historical sales
trends and how you stack up against competitors. It's
beneficial for long-tail products that don't move often—the
ones your sales team might not know as well.

Customer-specific

Your biggest customer shouldn't get the same pricing
approach as a small account that pays late. Customer-
specific guidance considers each customer's purchase
history, payment terms, and overall value to your business.
When you're dealing with key accounts or complex
negotiations, this personalized approach can make the
difference between winning and losing the deal.

Deal-level

Picture this: your rep is putting together a quote and
needs the right price range right now. Deal-level guidance
crunches all the relevant data for that specific transaction
and delivers recommendations instantly. Since it integrates
with your existing CRM or CPQ system, your team doesn't
have to jump between tools to get what they need.




Segment-level
%@ Think of this as your "customer type" playbook. Instead

of treating every customer individually, you group similar
customers. It's beneficial when you're pricing for someone
new and don't have much history to go on.

Promotional/time-based

Sometimes you need to break from your regular pricing.
Maybe it's a slow season, you've got excess inventory or
it's the end of the quarter. This type of guidance helps
you discount strategically without accidentally training
customers to expect lower prices all the time. You hit
your volume targets while protecting your regular pricing
structure.

AN

Behavioral/rule-based

5‘ This is your pricing discipline enforcer. Say you've decided
that no one should discount below 15% without manager
approval: this system ensures that the policy is enforced. It
identifies situations where someone might give away too
much margin and ensures your pricing policies aren't just
suggestions, they're actually followed.

Many organizations implement multiple guidance types within
integrated frameworks, layering segment-level baselines with
customer-specific adjustments and deal-level refinements.

When well implemented, price guidance becomes a shared language
among sales, finance and operations to achieve profitable growth.
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Improve deal quality and
reduce discounting

Price guidance transforms how deals are built, replacing
instinct-driven discounting with data-backed precision. When pricing shifts from defending discounts

Sales representatives equipped with data-driven . .
. . . to defending value, margins follow.
recommendations negotiate more effectively and

maintain stronger pricing positions. Key benefits include:

Protecting and expanding margins
0 Reduction in excessive discounting through

: : . : Dynamic cost management
confidence in analytical foundations

Price guidance systems monitor cost fluctuations and
recommend pricing adjustments to maintain target
margins, even amid volatile supplier pricing. This

0 Improved negotiation positioning with
prevents margin erosion through proactive responses.

credible pricing justification
Value-based pricing implementation
‘ Analysis of customer behavior and price sensitivity
0 Enhanced d.eal.con5|stency across the enables a systematic shift from cost-plus pricing to
sales organization value-based pricing, typically resulting in significant
margin improvements.

Q Strategic customer segmentation Paired with targeted coaching and performance
optimizing margin achievement dashboards, these insights shift pricing from a control
mechanism to a continuous performance accelerator.

In short, price guidance replaces discount justification
with value articulation, which is a decisive shift in sales
posture. That shift compounds value over time, creating
a more disciplined, margin-confident sales culture.
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Essential data for price guidance

Data maturity directly influences how far your organization
can evolve into predictive and, eventually, autonomous
pricing decisioning.

"" Transactional data: customer ID,
"""" Q product SKU, pricing and discounts

OQ%O Product master data: categories,
M ™ costs and attributes

/8\ Customer master data: segments and
purchase history

] Competitive intelligence: benchmarks
OUd and competitor pricing

Al: Redefining what “good” looks like

Al is rapidly shifting expectations for pricing by raising the
bar. Distributors who pair guidance with Al-driven pattern
recognition, deal scoring and real-time margin risk alerts
gain a decisive edge. They react faster and decide smarter.

Instead of eliminating the role of sales or pricing analysts,
Al makes their judgment more precise, their decisions more
defensible and their impact more measurable.
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Al is a precision tool for deal discipline:

Catch margin risks before they hit Provide real-time validation for sales

Expose “silent killers” that erode profits Turn transaction data into proactive pricing moves
Stop unprofitable deals before quotes go out Make compliance a live, in-workflow advisor, not a chore

Use win/loss insights to sharpen strategy

Output readiness Real-time decision support

Establishing clean, connected and current data is the non-

negotiable foundation for scalable price guidance success.

Ensure your data is:

o Cleaned and normalized (e.g., consistent
units of measure or currency)

Time-stamped for historical analysis

warehouse or structured query language)

9 Structured for modeling (e.g., data

Accessible for price guidance engines and tools
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Point-of-sale integration

Modern systems integrate with CRM and CPQ platforms,
providing immediate recommendations during customer
interactions without disrupting familiar workflows.

Contextual recommendations

Advanced systems simultaneously consider factors such
as customer history, competitive intelligence, and inventory
levels, providing comprehensive recommendations tailored
to specific situations.

This is where price guidance shifts from being a pricing tool to
becoming an organizational intelligence asset.
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Enhancing pricing discipline

Price guidance establishes consistent analytical approaches
across sales teams while ensuring tactical decisions align
with broader strategic objectives. Organizations typically
experience enhanced sales team confidence and stronger
competitive positioning.

Your fastest path to profitable deals?
Governance with clarity, not control.

Governance considerations

Effective governance instills pricing confidence, speeding
decisions and safeguarding margins. Effective price
guidance implementation requires:

° Formal pricing policies and approval workflows

Role-based system access controls

© Price override management with required justifications

Audit trails for all pricing decisions

Anti-trust and price discrimination compliance

Strategic promotional management

Run promotions that drive volume without conditioning
customers to expect constant discounts. The system looks
at what's worked before to recommend the right discount
level, timing and customer targets. This delivers the lift you
need while protecting your everyday pricing.

By analyzing ROI across past campaigns, you can
continuously refine your promotional strategy.



Avoid technical and
organizational pitfalls

< ) Y
&QQ& Inadequate data preparation and quality investment

l_
@- Over-complex initial implementations attempting full scope

Insufficient integration with existing sales workflows

Q
m;’%[ Inadequate change management and training resources

Sales team resistance due to poor communication

& Lack of visible and ongoing executive support

Building stakeholder buy-in requires:

Presenting precise financial projections and strategic
alignment with existing organizational objectives.

Emphasizing decision support benefits and competitive
intelligence advantages rather than constraints.

Engaging in algorithm development and establishing
appropriate governance frameworks.
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It's essential to view price guidance as strategic
capability development rather than tactical system
implementation. This mindset ensures lasting
adoption and continued value realization long after
initial deployment.

3-phase implementation approach
Successful programs follow a phased maturity curve
rather than a grandiose rollout:

1. Foundation (months 1-3)
Data audit, team formation, pilot planning

2. Pilot (months 3-6)
Algorithm development, system integration, training

3. Full deployment (months 6-12)

Organization-wide rollout, optimization

Delaying implementation widens the gap between
reactive and intelligent pricing operators.
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Conclusion: Make price
guidance your competitive
differentiator

In wholesale distribution, pricing excellence is a
competitive defense mechanism and growth lever. It's
a critical differentiator separating market leaders from
distributors struggling to maintain relevance. Price
guidance provides sustainable competitive advantages
through analytical superiority, organizational excellence
and enhanced customer relationships.

Margin resilience is built through guided
discipline, not in a spreadsheet.

The path to pricing excellence is a leadership decision.
Leading organizations are exploring advanced
applications, including predictive analytics, real-

time market intelligence integration and automated
optimization capabilities. Distributors that operationalize
guidance now build margin resilience that compounds
over time, especially as competitors remain stuck in
spreadsheet-driven decisioning.

The longer you delay adopting structured pricing, the
harder it becomes to close the performance gap with
data-driven competitors.
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Basic: Manual pricing with
cost-plus formulas and
limited competitive analysis

é@

Where does your organization stand?

Structured: Systematic
pricing policies with regular
competitive reviews

Advanced: Analytical pricing 5
(O ) with customer segmentation /
and value-based strategies

nDDDU

Optimized: Real-time
price guidance with

continuous optimization

The longer you wait to operationalize price guidance, the harder it
becomes to close the gap on competitors who have already done so.

Take these 5 steps today to achieve a competitive edge that becomes increasingly difficult for competitors to overcome:
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STEP 1

Assess
current pricing
maturity and
organizational
readiness

STEP 2

Build executive
alignment and
secure strategic
commitment

STEP 3

Form a cross-
functional
implementation
team with clear
accountability

STEP 4

Plan a
focused pilot
demonstrating
clear value
and building
capabilities

STEP 5

Invest in a data
foundation
supporting
sophisticated
analytics

Use this framework to pressure-test your current capabilities and identify gaps that directly correlate with profit leakage.
It's time to embrace analytical excellence and systematic decision-making as core competitive strategies.

Price guidance redefines how your organization competes, earns and grows.
Start small, prove value fast and let the results accelerate internal momentum.
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About the Author | Courtney Austin, Industry Principal, Wholesale Distribution at Vistex

Courtney specializes in digital transformation, strategic price optimization and operational excellence for Wholesale Distribution
companies, leveraging deep industry expertise to help distributors unlock hidden profit potential through advanced analytics

and streamlined operations, enabling them to thrive in increasingly complex markets. As a proven transformation leader, she has
successfully built cross-functional teams while delivering measurable improvements in process automation, supplier negotiations and
customer relationship strategies.

How Vistex Adds Value

With high volumes and thin margins, distributors rely on price optimization and cost recovery programs for profitability and income.
Vistex supports distributors with software and services to better manage vendor rebates, chargebacks, deals & offers, Co-op & MDF,
price protection programs and trade promotions. With enhanced alignment with business processes, distributors improve margins,
guard against losses and leakage, gain visibility into pricing and true costs, and incentivize customers and collect from vendor
programs.

About Vistex®

Vistex solutions help businesses take control of their mission-critical processes. With a multitude of programs covering pricing, trade,
royalties and incentives, it can be complicated to see where all the money is flowing, let alone how much difference it makes to the
topline and the bottom line. With Vistex, business stakeholders can see the numbers, see what really works, and see what to do
next — so they can make sure every dollar spent or earned is really driving growth, and not just additional costs. The world’s leading
enterprises across a spectrum of industries rely on Vistex every day to propel their businesses.
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