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About CPQ Belgium

At CPQ Belgium, we help manufacturing and service companies simplify complex sales
processes. With Merkato CPQ software, we enable fast and accurate quoting processes,
expansion of sales channels and capacity, and a perfect alignement between sales and
production. We hope you find this factsheet to your interest and are available for any
questions you may have.

Introduction

Calculating your sales price by just adding a margin to your cost price? That might not be
good enough. We invite you to rethink that strategy. In today’s competitive manufacturing
landscape, your pricing strategy shouldn’t be based on a spreadsheet the size of several km?,
or a simple gut feeling. It should be a conscious and fast decision, driven by your value and
market position. A decision based on smart logic taking into account specific situational
parameters.

THE PROBLEM

Cost price + fixed margin = Sales price

Many manufacturers still default to this familiar formula or some kind of variant on it (like
including discounts). While easy to calculate, this model has serious downsides.

First, the cost savings resulting from purchasing are passed on directly to the customer,
even if this does not make strategic sense. This means that prices fluctuate based on
supplier performance rather than what the product is actually worth to the customer.

With cost price plus, your company lacks competitive positioning and your special product
features often go completely overlooked. You treat your unique offering as if it's
interchangeable with any other product, and that disrupts your market position.

Uncontrolled discounting only makes things worse. Discounts are often based on gut feeling
instead of clear business logic. In some cases, discounts are even applied to labor or
engineering hours - services where margins are already thin and capacity is limited. This
happens when prices aren’t calculated in enough detail: discounts are applied across the
board instead of being strategically limited to high-margin items. When price is

disconnected from value, you lose profit and control.



THE ALTERNATIVE

Understanding that pricing is more than a simple calculation, that it communicates your
product’s worth, changes your perspective on pricing.

Your sales price should reflect the perceived value for the customer. It should account for the
uniqgueness of your product or your company'’s strategic advantage. It should also align with
market competition and with what customers in different regions are used to paying.

You don‘t just sell components. You sell complete solutions.

Take the example of two identical machines being sold in different countries. One market is
highly competitive and price-sensitive. The other is underserved, and customers are willing to
pay more for availability and speed. Should you charge the same price in both? Definitely not.

With a value-based pricing strategy, you charge based on what the customer is willing to pay,
the additional value you deliver, and the position you want to take in that specific market.

The key? Separate your internal cost structure from your external pricing logic.

Because pricing is about capturing value, not about covering costs. And with the right tools in
place, you can do that consistently, strategically and without compromise.

Your sales price should reflect
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SMART PRICING AS TURNOVER
STRATEGIST

This is where CPQ software becomes game-changing. Merkato CPQ enables you to define

intricate pricing rules tailored to your sales needs.

For instance, you can set base prices per region or for specific customer groups. You can

link each product option or configuration to its own pricing logic. You can ensure margins

are protected when a customer selects upgrades or custom features. And you can define

exactly who is allowed to give discounts, and under which conditions.

Let’'s walk through an example that illustrates the power of smart pricing, beyond simple

cost-plus logic.

Example

icing
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Imagine this: the cost price in your factory for a certain component is €100. In the
Benelux, you decide to keep the base price at €100. In the UK, demand is higher, so you
increase the base price to €105. In Sweden, where you're still trying to gain market
presence, you intentionally set a lower price: €90. This is a strategic choice, not a cost-
based decision.

Now add the customer type to the equation. For loyal customers, you might want to
offer a discount or give them earlier access to promotions. For new customers, you
choose to stay closer to your ideal margin. A returning customer in the UK, for example,
receives a 5% discount on the €105 base price, resulting in €99.75 before margin. A
new customer does not receive that discount.

Next, you introduce urgency. A customer in the Benelux requests an express delivery.
The CPQ configurator automatically applies a surcharge for accelerated production, for
example 10%. The base price then becomes €110. Add a strategic margin of 15%, and
the final price becomes €126.50. For the returning customer in the UK, the final price
comes to €114.71.

The result: Smart pricing creates a balance between consistency and flexibility. Your
prices are no longer improvised, but intentional and defensible.

Important: The discounts and surcharges are not arbitrarily applied to the total amount.
They are assigned specifically to the correct component within the total solution. This
prevents, for instance, a discount being applied to labor hours—where your margin is
already thin. Or a rush fee being charged on standard tasks that would have happened
anyway. By assigning discounts and surcharges intelligently, you keep your pricing

story fair, transparent, and convincing - for the customer, and for yourself.
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This example shows how smart base pricing leads to a far more responsive model than
traditional cost-plus logic. While a flat, cost-based approach might appear straightforward
and fair, in practice it silently erodes your margins and undervalues your offer. A uniform
sales price of €115 across all markets and customer types (based on the above example)
limits profitablility and perceived value.

Smart pricing is not only more strategic, it's also more fair-minded. A returning customer in
the UK pays €114.71 after a loyalty discount, while a new customer in the same market pays
€120.75 for the exact same configuration. Long-term relationships are important, and your
pricing (and thus your quote) should reflect that.

What's more, cost-based pricing often fails to capture reality. In the Benelux, an urgent
delivery results in a rush surcharge, pushing the final price to €126.50. And depending on
location or production load, that urgency premium
could - and should - vary even more.

These kinds of hidden or overlooked costs are
rarely factored into traditional models, leading to Inaenbleek &

shrinking margins and missed revenue. It's the Guerreiro (2018)

classic “we should have known beforehand”

VALUE-BASED PRICING
moment. Only by then, it's already too late.

Researchers found that value-based
pricing consistently outperforms
traditional cost-based models in B2B.

Value-based pricing not only protects profit. It By anchoring price to perceived value
. and competitive differentiation,

also boosts customer perception, and can even companies protect margins and avoid

increase sales. Buyers are more likely to convert 528‘;}%{.‘%°{lﬁ'§ttiﬂﬁ'?2525:53.3n

when pricing reflects their specific context.
Higher prices don't necessarily lead to fewer sales.

. ;o ; ; Ingenbleek, P., & Guerreiro, R. (2018).
On the contrary: when pricing aligns with Cobt-based price and value-based
perceived value, it often increases the likelihood price: Are they conflicting? Journal of

. Revenue and Pricing Management
of closing the deal. That's why you should be

careful with loose discounts as well.




REAL-TIME DIFFERENTIATION
AND CALCULATION WITHCPQ

Thanks to the deep integration of CPQ with your business logic and product data,
every price calculation can reflect the actual cost of components, real-time market

conditions, and the specific customer or sales region.

This allows your pricing to automatically adjust based on product complexity,
location, and sales scenario. Instead of needing manual corrections or side-
calculations, your CPQ system keeps your quotes accurate and relevant from the
start.

With Merkato’s guided configuration, sales reps can quote independently. Whether
it's a customer in Belgium, Germany, or Scandinavia, they are always aligned with

your pricing strategy. Your margin targets always remain intact.

With CPQ in place, your company can quote faster while maintaining accurate
margins. Your pricing becomes an extension of your strategy and perception in the
market. And because approvals are built into the workflow, you avoid unnecessary

margin erosion without slowing down your sales process.

DISCOUNTS AS A STRATEGY, NOT SYMPATHY

Discounting can be an effective tool, but only when used deliberately.

Earlier this year someone told us that in their company, due to a lack of oversight, a
€2 million discount was given on a certain deal. That hurts!

CPQ gives you structure and control around this sensitive topic. It ensures that
labor-intensive services, where every hour counts, aren’t casually discounted. It
encourages your team to offer discounts primarily on higher-margin items, where
you have room to negotiate. You set limits to when, where and how they can
discount.

Most importantly, CPQ tracks exactly who approved which discount and why. That
means you can evaluate the impact on profitability and learn from it.
A well-managed discount builds trust and moves deals forward.

Meanwhile a random one damages your bottom line.



CLOSING WITH CONFIDENCE

You can finally give your sales team the freedom to act decisively, without sacrificing profit
or control. With Merkato CPQ, you start pricing smarter, not lower. You keep margins visible
and adjustable. You adapt your pricing to local markets, without juggling endless
spreadsheets. And you consistently sell value instead of volume.

With Merkato, even the most complex pricing structures become easy to execute and
impossible to break.

CONCLUSION

If there’'s one thing this whitepaper should make clear, it's this: pricing is no longer just a
number. It's a signal of your value, your strategy, your competitive edge and of course, your
profitability.

Sticking to outdated cost-plus formulas in a world of smart tools and smarter customers is
like navigating using the sun when a GPS is available ;).

With Merkato CPQ, you build pricing
logic that's fair, flexible and
automated.

You handle your pricing structure
with ease, and do it all without
chaos, emails, or gigantic excel files
with 122 different versions.

Here's our suggestion: Don’t leave
your pricing strategy to chance.
Let’s talk.

We love helping progressive companies untangle pricing complexity and turn it into a well-
oiled growth engine. No pitch - just a good conversation about what's possible.

Down to talk business?
& Reach out to use via: https://cpgbelgium.com/contact-merkato-cpg-en/

& Follow us on LinkedIn: https://www.linkedin.com/company/cpg-belgium/

Good luck and we hope to see you soon!
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