changerakers

THE CHANGE MAKERS CLUB

Navigating
a New Eraof

Pricing

Industry Report 2026

IN PARTNERSHIP WITH A REVENUE
LIFECYCLE MANAGEMENT LEADER




Synopsis

Contributors

Topic Overview

Static Pricing to Margin Agility

Pricing Intelligence to Commercial Confidence
Barriers to Overcome

Conclusion

References

Change Makers Club Report 2026



Only 12% of CEOs report both cost reduction
and revenue growth from Al. [PwC, 2026]

70% of Al initiatives fail due to people and
process related issues. [BCG, 2025]

Reaping value from Al investments requires
mastering the tensions between talent and
tech or risking an Al productivity drop of 40%.
[EY, 2025]
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PRICING IS BECOMING A STRATEGIC
MARGIN DISCIPLINE

“We have very different ways of working, processes and
systems. And none of those talk to each other, which is a
constant frustration.”

[Andrew Bedford, Farnell Global]

Change Makers Club Report 2026



FRAGMENTED SYSTEMS, FRAGMENTED
DECISIONS

“Over half of pricing leaders say their ability to adjust prices
quickly is held back by data shortfalls, a lack of cohesive pricing
strategy, and inadequate pricing tools”

[Deloitte, 2025]
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THE VALUE-BASED PRICING GAP

“I don’t think as an organisation we’re equipped, structured and
ready to really do value-based pricing and selling. So we end up
very fragmented.”

[Andrew Bedford, Farnell Global]

“Value-based pricing is definitely where it’s going, but it’s not
just our organisation that’s immature. It’s the buyers that are
immature in how they adopt value-based pricing.”

[Paul Archer, Envision Pharma]
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COST VISIBILITY IS THE FOUNDATION OF
PRICING POWER

“If you make a wrong decision at the front end, you are then
going to live with that for a number of years.”
[Nick Keast, Goodridge]

“Forget about fancy Al tools until you have properly understood
your cost drivers.”
[Nick Keast, Goodridge]
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DYNAMIC PRICING NEEDS CONTEXT

“A big value sell as part of our
proposition, as literally a middleman, is
actually holding price stability. A lot of
our customers value that from a
distributor.”
[Andrew Bedford, Farnell Global]
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SPEED MATTERS WHEN COSTS MOVE

“When there is a lot of movement and volatility, you want to be
very, very quick to respond.”
[Carl Smith, Congal]
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Al CAN SUPPORT BETTER PRICING
DECISIONS

“Good Al can be looking at all transactions, understand
the relationships between the different attributes on a
deal and where they’re coming into play on every

specific transaction to give price guidance.”
[Carl Smith, Congal]
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TRUST DETERMINES ADOPTION

“If | can see where it comes from, | can trust it a bit more.”
[Carl Smith, Congal

“At least sales feel like they’ve got some control. They’re not
just being told a number, which | think would be a huge

mistake.”
[Carl Smith, Conga]
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Al CAN STRENGTHEN THE CUSTOMER
CONVERSATION

“Al can help with the benchmarking, because you need to have
competitive benchmarking in your market.”
[Ozlem Ozturk Saglikova, Nokia]

“The global pricing is also important. We need to make sure that
all of these things are being given at the same time to the rest of
the pricing teams.”

[Ozlem Ozturk Saglikova, Nokia]
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DATA, SYSTEMS AND READINESS

“You can use whatever tools you want, but if it’s
garbage in, you are going to get garbage out.”
[Nick Keast, Goodridge]

“You need to develop the information that’s going
to give salespeople the confidence to sell.”
[Jon Poley, Exertis]
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DO NOT WAIT FOR PERFECT DATA

“Let your Al use cases drive
which data work you need to
do, as opposed to waiting for
your enterprise data work to
complete, because it will
never complete.”

[Marcus Robbins, Fujitsu]

“It is not about waiting for
perfect data. There is a
minimum level you’ve got to
pass.”

[Carl Smith, Congal
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SALES ADOPTION AND BEHAVIOUR
CHANGE

“You could have the best tool in the world, but if it’s going to
give them guidance prices they won’t sell, you’re kind of

wasting your money.”
[Andrew Bedford, Farnell Global]

“If someone gave me a cheque now to do the best tools, we
wouldn’t get the full benefit because it’'s not how we work.”
[Andrew Bedford, Farnell Global]

“At the point of sale, it’s very different emotionally to hold to
the value-based pricing and the value that you add.”
[Jon Poley, Exertis]
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REDESIGNING WORK AROUND Al

“It’s a person and work conversation, it’s not a technology
conversation.”
[Marcus Robbins, Fujitsu]

“You’re going to see the same phenomena occurring in Al now.
It’s when you change your work, you get different outcomes. If
you don’t change your work, you get the same.”

[Marcus Robbins, Fujitsu]
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Pricing is entering a new era defined by volatility, speed and
commercial accountability. Across the discussion, leaders
recognised that pricing is no longer just a periodic review
exercise. It is becoming a capability that affects how
organisations protect margin, respond to disruption and maintain
customer trust.

Al, automation and connected pricing systems can help
organisations move faster, benchmark more effectively and
provide stronger guidance to sales teams. McKinsey’s 2026
research shows that 65% to 85% of organisations expect to adopt
generative or agentic Al in pricing within one to three years.

However, the discussion also showed that technology alone is not
enough. Organisations still need connected systems, reliable
data, clear ownership and sales teams that trust the guidance
they are given.

The businesses that make the most progress will be those that
can turn pricing intelligence into usable commercial guidance,
then equip their teams to act on it.

Pricing is one of the most powerful levers in business
performance. In 2026, the advantage will sit with organisations
that can explain, defend and adapt price before margin is lost.
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changerakers

Change Makers is a global community of senior executives who
aspire to drive long-lasting change within their large and complex
organisation. As a community we discuss the opportunities and
challenges ahead, bench test our thinking and hear peer review. On a
regular basis we meet for confidential meetings and produce
industry reports. Learn more about the Club, access content and
apply to join upcoming events via our website.

www.changemakersclub.com
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