
 



Abstract 

Pricing is often treated as a commercial activity owned by sales or finance. In mature services organizations, 
however, pricing becomes something far more important. 

It becomes a structural capability that reflects how the organization truly delivers value. 

This guide explores the evolution toward pricing authority in professional and managed services organizations. It 
outlines the stages most organizations pass through as pricing moves from opportunistic negotiation to a governed 
capability aligned with delivery patterns, practices, and portfolio strategy. 

Along the way, the question of who is allowed to author pricing becomes increasingly important. Sales, presales 
architects, delivery leaders, practices, and proposal teams each influence pricing at different stages of maturity. 

When properly structured, pricing authority becomes more than a commercial function. It becomes a pillar of 
organizational learning, capturing lessons from every engagement and feeding those insights back into patterns, 
delivery models, and portfolio strategy. 

Organizations that reach this level of maturity achieve something rare in services businesses: 

Predictable margins. 
Faster deal assembly. 
And continuous improvement in how work is delivered. 
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1. Introduction: Why Pricing Authority Matters 

Every services organization eventually confronts the same question, though it rarely appears in those exact words. 

Who actually owns pricing? 

In the early years of a services business, the answer seems obvious. Sales leads the client conversation, and pricing 
follows naturally from that discussion. The deal must be shaped quickly, the opportunity must move forward, and 
experienced people rely on judgment and negotiation to arrive at a number that feels acceptable to both sides. 

For a time, this approach works well enough. Relationships are close, the organization is small enough that delivery 
leaders often know the deal before it is signed, and the number of simultaneous engagements remains manageable. 
In such an environment, flexibility can feel like strength. 

But as services organizations grow, complexity arrives quietly. 

More technologies enter the portfolio. 
More practices contribute to the same engagement. 
Delivery teams expand across regions and disciplines. 
Projects become larger, longer, and more interconnected. 

The act of pricing a deal is no longer simply a negotiation. It becomes a structural decision that shapes the success 
of the engagement long before the first engineer begins work. 

Yet many organizations continue to treat pricing as if it were still a negotiation step inside the sales process. 

This is where the concept of pricing authority begins to matter. 

Pricing authority does not mean removing sales from the conversation. Nor does it mean turning pricing into a 
purely financial exercise. Instead, pricing authority recognizes that pricing sits at the intersection of three forces 
within the organization: the opportunity understood by sales, the patterns defined by practices, and the operational 
realities known by delivery. 

When pricing authority is weak, these forces drift apart. Deals are structured around the urgency of closing the 
opportunity. Delivery teams inherit commitments they did not shape. Practices struggle to maintain consistent 
patterns as each engagement is constructed differently. 

When pricing authority matures, something different happens. The organization begins to align how work is sold 
with how work is actually delivered. Pricing reflects the patterns that practices have developed and the realities that 
delivery teams encounter in the field. 

In this way, pricing becomes more than a number on a proposal. It becomes one of the mechanisms through 
which the organization preserves what it has learned about delivering value to its clients. 

 
  



2. The Hidden Problem in Services Pricing 

The challenges surrounding pricing in services organizations are rarely obvious at first. On the surface, deals 
continue to close, projects begin, and the business appears to function normally. 

But beneath that activity, a quiet instability often develops. 

Pricing decisions are made under pressure. Sales teams must respond quickly to opportunities. Presales architects 
design solutions while balancing the expectations of the client and the urgency of the deal. Delivery leaders may 
only see the engagement after the proposal has already been submitted. 

Each group performs its role with good intentions, yet the organization gradually begins to drift. 

One proposal includes a staffing model that delivery cannot sustain. Another compresses the timeline in order to 
remain competitive. A third expands scope slightly during negotiation, believing the adjustment will be manageable 
once the project begins. 

Individually, these decisions may appear reasonable. Collectively, they create a pattern. 

Delivery teams find themselves adapting constantly to commitments that were never fully aligned with how the 
organization actually performs the work. Margins fluctuate unpredictably. Practices struggle to maintain repeatable 
delivery patterns because each engagement arrives with its own variations. 

The organization continues moving forward, but it begins doing so with increasing friction. 

This is the hidden problem in services pricing. It is not simply that numbers are occasionally inaccurate. The 
deeper issue is that pricing decisions often occur outside the structure of the operating model. 

When pricing is detached from the patterns defined by practices and the realities confirmed by delivery, proposals 
become isolated events rather than expressions of how the organization truly operates. 

Over time, the consequences accumulate. Delivery becomes more difficult to predict. Learning becomes 
fragmented. The organization works harder to achieve outcomes that should have been structured into the system 
from the beginning. 

Recognizing this problem is the first step toward maturity. 

Once organizations begin to see pricing not as a negotiation but as a structural decision, they start to understand 
why pricing authority must evolve alongside practices, delivery models, and the broader operating model of the 
business. See the evolution of pricing in the below six steps. 

 

 
 
 
 
 
 
 
 



Pricing Maturity Steps 

 

Step 1 — Sales Pricing 

Who authors pricing: Sales 
Primary driver: Closing the deal 

Characteristics: 

• Rate cards loosely applied 
• Heavy negotiation 
• Scope evolves during sales cycle 
• Delivery often inherits risk 

At this stage pricing reflects sales pressure, not delivery reality. 

 

Step 2 — Presales Pricing 

Who authors pricing: Presales architects / solution architects 

Characteristics: 

• Architecture begins shaping cost 
• Effort estimates appear 
• Technical scope improves 

However, presales still sits close to sales, so pricing still tends to favor deal momentum over margin 
predictability. 

 

Step 3 — Delivery Influence 

Who influences pricing: Delivery leaders, engagement managers, program leaders 

Characteristics: 

• Deals reviewed before submission 
• Staffing models validated 
• Timelines challenged 

Delivery experience begins shaping the commercial model. 

The organization is learning from projects, but the learning is still informal. 

 



Step 4 — Practice Pricing 

Who shapes pricing: Technology practices 

Characteristics: 

• Reference architectures 
• Standard delivery patterns 
• Typical staffing models 
• Known delivery durations 

Pricing begins aligning with patterns instead of individual deals. 

This is the first time pricing becomes repeatable. 

 

Step 5 — Bid & Proposal Governance 

Who assembles pricing: Bid & Proposal team 

Characteristics: 

• Deals assembled from patterns 
• Practices contribute architecture 
• Delivery validates execution 
• Finance validates margin 

Pricing is now part of structured deal assembly, not a negotiation artifact. 

 

Step 6 — Pricing Authority 

Who owns pricing: Portfolio / service governance 

Characteristics: 

• Patterns have known cost structures 
• Portfolio leaders understand margin profiles 
• Deals assembled predictably 
• Learning loops exist across engagements 

Pricing becomes a governed capability of the operating model. 

 



 

 

The Most Important Insight 

At the highest level of maturity, pricing becomes one of the most powerful learning systems in the 
organization. 

Every engagement feeds information back into the model: 

• Which patterns scale well 
• Which services combine profitably 
• Where delivery friction exists 
• Where margin expands or collapses 

Over time, the organization stops guessing. 

It learns how to deliver profitably by design. 

 



3. Pricing as a Pillar of Organizational Learning 

In many services organizations, learning occurs informally. A project ends, a delivery leader reflects on what went 
well or poorly, and individuals adjust their behavior the next time a similar opportunity appears. Over time, this 
experience accumulates in people rather than in the structure of the organization itself. Knowledge travels through 
conversations, through memory, and through individual judgment. When those individuals move on, much of that 
learning moves with them. 

Pricing authority begins to change this pattern. 

When pricing becomes structured around patterns and delivery models, each engagement becomes more than a 
completed project. It becomes evidence. Staffing assumptions can be tested against actual execution. Timelines can 
be measured against real delivery conditions. Margins can be examined in relation to the architectural and 
operational decisions made at the start of the engagement. 

Over time, these observations accumulate and begin to refine the organization’s understanding of its own 
capabilities. Patterns become more precise. Delivery estimates become more reliable. Scope definitions become 
clearer. 

In this way, pricing evolves beyond its commercial role. It becomes the place where operational learning is 
captured and preserved. Instead of relying on memory or anecdote, the organization begins to institutionalize what 
it has learned about how work is delivered. 

This is why mature services organizations treat pricing authority carefully. The pricing model is not simply a set of 
numbers. It represents the organization’s current understanding of its delivery system. As that understanding 
improves, so does the organization itself. 

 

4. The Structural Relationship Between Practices, Delivery, and 
Pricing 

Pricing authority does not exist independently. It is part of a larger structural relationship between practices, 
delivery, and the commercial commitments made to clients. 

Practices define patterns. Within practices, architects and subject matter experts develop the reference 
architectures, delivery approaches, and technical models that describe how work should be performed. These 
patterns represent the accumulated technical and operational knowledge of the organization. 

Delivery teams then bring these patterns into reality. Through the execution of projects and programs, delivery 
validates whether the patterns operate as expected. When friction appears—whether in staffing, timelines, or 
operational complexity—it becomes visible through delivery experience. 

Pricing connects these two domains. It translates the patterns defined by practices and the operational realities 
confirmed by delivery into the commercial commitments presented to the client. 

When this relationship functions properly, the organization becomes more predictable. Practices describe how 
work should be performed. Delivery reveals how work actually behaves in real environments. Pricing ensures that 
the commitments made to clients align with that shared understanding. 



When the relationship breaks down, instability follows. Deals may be sold that do not align with the patterns 
maintained by practices. Delivery teams may be forced to improvise approaches that were never reflected in the 
proposal. Pricing becomes reactive, adjusting to the pressures of individual deals rather than reflecting the 
operating model of the organization. 

The purpose of pricing authority is therefore not only margin protection. Its deeper purpose is to preserve 
alignment between how work is designed, how work is delivered, and how work is priced. 

 

5. What Mature Pricing Authority Looks Like in Practice 

When pricing authority matures, it becomes a quiet but powerful element of the operating model. Clients rarely see 
it directly, yet its influence can be felt in the clarity of proposals and the consistency of delivery outcomes. 

In mature environments, practices maintain patterns that include known staffing models, delivery durations, and 
technical architectures. These patterns form the foundation upon which pricing decisions are made. Rather than 
constructing every engagement from the beginning, proposals are assembled from established ways of delivering 
value. 

Deal assembly becomes a coordinated activity. Bid and proposal teams work with sales, practices, and delivery 
leaders to align opportunity, architecture, scope, and commercial structure before commitments are made to the 
client. Each proposal reflects not only the opportunity in front of the sales team, but also the accumulated delivery 
knowledge of the organization. 

Delivery outcomes then feed information back into the system. Projects are reviewed against the assumptions that 
shaped the original pricing model. Variations between expectation and execution become signals for refining 
patterns and delivery approaches. 

Portfolio leaders develop a clearer understanding of how services perform across engagements. They recognize 
which offerings produce consistent margins, which combinations of services reinforce one another, and where 
operational improvements are still required. 

Sales teams benefit as well. Because patterns and pricing structures are better understood, opportunities can be 
shaped more quickly and with greater confidence. 

In this environment, pricing becomes integrated into the operating model itself. It reflects the organization’s 
evolving understanding of how work is delivered and how value is created for clients. 

 

6. Conclusion: From Negotiation to Institutional Knowledge 

Every services organization begins its journey with negotiation. 

Early deals are shaped through relationships, experience, and the urgency of securing new opportunities. Sales 
leads the conversation with the client, delivery adapts to the commitments that are made, and pricing remains 
flexible as each engagement is constructed. 

This stage is a natural part of growth. It allows organizations to explore opportunities and build initial momentum. 



Yet as services businesses expand, complexity grows with them. Multiple practices contribute to the same 
engagement. Delivery teams scale across regions and technologies. Clients expect predictable outcomes across 
larger and more integrated programs. 

At this point, negotiation alone can no longer sustain the organization. 

To continue growing, the organization must begin capturing what it has learned. 

Practices articulate patterns that describe how work should be performed. Delivery reveals the operational realities 
of executing those patterns. Pricing translates that shared understanding into the commitments made to clients. 

When pricing authority reaches maturity, something fundamental changes within the organization. Knowledge is 
no longer dependent on individual memory or isolated experience. It becomes embedded within the operating 
model. 

Each engagement contributes to a deeper understanding of the system. Patterns evolve. Delivery becomes more 
predictable. Margins stabilize. 

Pricing is no longer simply a step within the sales process. It becomes one of the mechanisms through which the 
organization transforms experience into institutional knowledge. 

Through this process, the services organization learns not only how to win work, but how to deliver it well—again 
and again, with increasing clarity and confidence. 

 


