
Pricing Strategy Builder

Stop the silent erosion. 
Build pricing as a strategic asset.


Pricing is the fastest, most direct path to EBITDA and the most underutilized. You can’t scale headcount or expand 
TAM fast enough to match the gains from a well-designed pricing system. But the real value lies in control. Pricing 
brings discipline and visibility at the two most critical moments: post-acquisition, when GTM execution must be 
professionalized, and pre-exit, when valuation scrutiny is highest.



With the right system, pricing doesn’t erode value it protects it.

In most portcos, pricing is the most powerful lever that remains unmanaged. It lives in spreadsheets, governed by 
instinct and historical norms. Sales discounts on feel. Product launches without monetization logic. Finance sees 
margin erosion but can’t trace its source. Pricing decisions vary by rep, region, or deal size. And when it’s time to 
raise or exit, pricing is the least defensible part of the story.


We build a pricing system that transforms chaos into control. It starts with a fast diagnostic to surface leakage, 
inconsistency, and missed opportunity. Then we redesign the pricing architecture: value-based models, tiered 
packaging, clear price meters, and deal logic that reflects customer segments and sales motions. Finally, we embed 
it into your operating rhythm: CRM workflows, quoting tools, dashboards, and enablement materials. What was 
once tribal becomes structured, measurable, and enforceable.


Executive Snapshot

The Problem 

Our Solution

Your Impact

Why This Matters Now

Price increases trigger churn, but no one 
knows which accounts are truly at risk


New products launch without a clear 
monetization model



Similar customers receive wildly 
inconsistent pricing, and word gets 
around

Discounting isn’t tracked, governed, or 
linked to outcomes


These are more than execution issues, they’re symptoms of unmanaged risk:


Every PortCo goes through predictable stages. Pricing starts as leakage control, then evolves into a strategic lever for scale and exit.

Sales reps quote based on feel, not 
logic, leading to lost margin and 
missed upsell

Finance and leadership lack reporting to 
explain price realization or variability


Commercial 
Diligence

Investment
Exit

Early 
Investment

Growth

Trigger

STAGE

EMPHASIS

Does the market story 
hold up?

We're off-plan and 
need to fix execution.

We need a clean, 
defendable GTM story 
for buyers.

We need proof the 
growth plan is working.

We need to scale 
without breaking

 Phase

Day 0 0-12 Month Year 1-3 Year 3-5 Year 5+

Market validation, Early GTM fit 
check, Board confidence pre-close

Early traction, Board alignment, 
Operating proof

Defensible GTM story, 
Predictable revenue engine, 
Buyer confidence

Infrastructure to scale,  
Comp/territory redesign,  
Margin defense

Pipeline rebuild, Operating

rhythm reset, Mid-hold GTM

realignment


Aligning to the PortCo Lifecycle 

Pricing

 Strategy 

Builder
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Identify leakage 
and pricing power 
in diligence

Enforce and refine 
across offerings

Plug early leakage 
and set guardrails

Optimize 
architecture for 
scale

Defend margin during 
diligence



Pricing Strategy Builder

Align PEG and portco leadership 
on pricing objectives. Audit current 
state, define success metrics, and 
map system gaps.




Design the pricing model, packaging, 
and approval logic. Validate with GTM 
teams. Build enablement tools and 
finance dashboards.




Deploy quoting tools, train teams, and 
activate the deal desk. Wire into 
systems and governance. Set up 
ongoing reporting and controls.


Execute work and 
deliver results


Build client capability and 
readiness to sustain

Activation Traction Enablement

Case Study / Proof Point


Company / Segment Results 

Challenge

What We Did

-

-


-

How We Deliver

What We Do

Redesign the 
Architecture2 Codify Rules & 

Equip Sales3 Operationalize      
& Scale4Diagnose Pricing 

Power & Margin 
Leakage


Analyze price realization and 
discounting behavior


Identify leakage patterns across 
segments and deal types


Conduct customer WTP studies 
and positioning analysis


Launch price sheets, quote 
calculators, and guidance tools


Stand up a deal desk and 
governance model


Train reps and managers to drive 
adoption and discipline


Develop value-based pricing 
models and tiered packaging


Align pricing to customer 
segments, SKUs, and sales 
motions


Create deal logic, quote 
thresholds, and approval 
matrices

Embed rules into CRM, CPQ, and 
quoting workflows


Build dashboards to monitor 
price realization and discounting 
trends


Create reporting and 
measurement tools for finance 
and leadership


1

Our Solution

Pricing 
Discipline 
Installed

40%

2x

30%

-

-

-
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If pricing still lives in spreadsheets, instincts, and exceptions, it’s not just slowing growth. It’s dragging down valuation. 
We help you fix it, fast.

Positively impact the trajectory of people & business Cortado Group, LLC © All Rights Reserved

Stop the Silent Erosion




Click or scan to schedule your free assessment to diagnose 
your biggest pricing leaks before they derail your plan.

https://cortadogroup.com/contact/

