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"How can Consumer Goods organizations develop a best in class 
Revenue Management capability?"

he global retail environment today is evolving at a rapid rate. Shoppers have become 
savvier and more sophisticated, while organizations (retailers and manufacturers) are 
scrambling to innovate and battling just to stay in the game. The Consumer Goods industry 
is getting more complicated with the ever-changing shopper and consumer behaviours, an 
unhealthy reliance on trade promotions and new players like Aldi and Lidl disrupting the 
market dynamics. As a result, powerful brands are becoming increasingly commoditized, 
leading to significant value erosion across the majority of the categories.T
Whether you are a market leader or a market follower, the rules of the game have changed 
over the last ten years. The current situation appears to be just the beginning of this trend 
and is projected to deteriorate further. The question now facing us is whether there is a 
sustainable path ahead and how can we gain a competitive advantage?

In such fierce and dynamic market conditions, organizations with agile structures and 
capabilities are more able to stay ahead of the game. Revenue Management is one of the 
best tools organizations can use to maximize real value. Organizations with good Revenue 
Management discipline help drive better visibility, control, decision-making and 
collaboration across the entire cross-functional teams. Those who can respond faster to 
evolving market conditions have a massive advantage over those who are crawling to make 
even the simplest commercial decisions. This is where establishing Revenue Management 
is a key enabler.

So what is Revenue Management, and what is the relevance for Consumer Goods 
organizations?

Revenue Management is concerned with optimizing demand management decisions or 
complex selling decisions. For example, how can an organization segment the market 
and/or customers by providing different buying behaviour or willingness to pay? How can 
an organization design products to prevent cannibalization across segments and channels? 
What prices should it charge for its products, and should it vary by different customer or 
shopper segments? How should prices be adjusted over time based on seasonal factors or 
adjusted to address competitor risks? If a product is in short supply, to which segments and 
channels should it allocate the products? This list can go on, but at its core, the primary aim 
of Revenue Growth Management is to deliver sustainable, profitable and scalable growth 
by selling the right product to the right customer at the right price at the right time. 
Having the right Revenue Management capabilities can help simplify and speed up these 
decision-making capabilities for the organizations.
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"How can Consumer Goods organizations develop a best in class 
Revenue Management capability?"

This is defined within the Revenue Management WheelTM developed by Ensere Consulting. 
An excellent Revenue Management capability requires a balance of two essential 
components for a sustainable solution: 1) Having the right growth strategy and framework 
(top layer, outlining the key growth levers), and 2) Strong foundations (bottom layer, 
outlining the critical resources.)

Revenue Management as a concept has been around for a very long time and is the 
current hot topic in the Consumer Goods industry. The roots of such practice grew in 
around 1978 when a handful of major airlines attempted to stay afloat in the 
post-deregulation era in the United States.  Fast forward to today, Revenue Management 
has become a mainstream business practice with a growing list of industry users from the 
majority of Hotel Chains to National Car Rental to Walt Disney Resorts and more. The 
adoption of Revenue Management was usually preceded with a high level of disruption or 
instability in a given market or organization, which left them with little choice but to 
maximize value by focusing on Revenue Management technique to drive both top line and 
bottom line growth. Unfortunately, the Consumer Goods sector is now in a similar situation 
as the current trajectory of the main trends is unsustainable by its very nature requiring 
greater sophistication to manage organic growth. The majority of the Consumer Goods 
organizations have historically been focusing on strengthening individual growth levers at 
best, whereas adopting the right Revenue Management capabilities allow them to build 
and deliver an integrated approach across ALL of the growth levers.

So how can a best in class Revenue Management capability be developed within an 
organization?"

This is one of the most sort after questions in the Consumer Goods sector right now and 
can be answered by looking at the four key stages that can be leveraged in defining and 
embedding the right level of Revenue Management capabilities and culture within major 
Consumer Goods manufacturers.
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"How can Consumer Goods organizations develop a best in class 
Revenue Management capability?"

So, what is STAGE ONE: Identify, about? 

This is a critical stage as it determines if the organization develops any, mediocre or leading 
edge Revenue Management capability. The key components of Stage One are:

Ensure senior leadership buy-in
Embedding Revenue Management capability is a complex and lengthy process. As the 
saying goes, 'it is a journey', and every journey needs the right level of resources from 
across the organization who are aligned and pulling in the same direction. Without the right 
level of senior stakeholder engagement and support, the Revenue Management campaign 
is going to be short lived, or at best, set up in pockets across the organization, thus limiting 
its full value. Who is the decision maker in your organization? Do you understand what it will 
take to convince them to embark on this critical journey (hint - keep reading below).

Establish a single vision for Revenue Management, both short and long term
One of the hardest tasks for someone trying to lead the Revenue Management agenda is to 
explain to a novice 'what is Revenue Management?' and why do we need it right now. The 
Consumer Goods world has evolved significantly in the last 10-15 years, and with it, the 
rules of the game. Explaining market complexity is a relatively simpler task in comparison 
to explaining the components of Revenue Management, which can be far more 
challenging. Our recommendation is not to start with the grand vision but discuss and align 
on simple activities within each of the Revenue Management levers (e.g. pricing, 
promotions, trade terms, mix, packs), and how they can enable the organization to make 
better and faster decisions to drive growth or improve margin or ROI. If required, hold 
several internal Revenue Management training sessions to help bring some of the 
principles of Revenue Management to life.

The four stages to embed Revenue Management capabilities are as 
follows:

“All Revenue 
Management 

initiatives starts 
with a business 

challenge”

Stage 1
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supported with a 
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change
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DEVELOP
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capabilites in an 
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Stage 4
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relevant to your 
market needs
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"How can Consumer Goods organizations develop a best in class 
Revenue Management capability?"

Build the business case - 'show me the money?'
Like all major internal initiatives, asking for more resources from the organization will require 
building a compelling business case in the first place. So how do you make a business 
case? Your financial size of the prize and the underlying financial story will depend on the 
maturity level of your Revenue Management capability; the level of trade spend (including 
promo and trade terms) along with other business characteristics. In short, it is not a straight 
forward answer. You can use a mixture of both internal and external benchmarking to gain 
an understanding of your maturity levels. Organisations may choose to seek help from an 
external specialist consultant to assess their Revenue Management, and build the business 
case for them. This usually significantly speeds up the process. As a starting point, some of 
the typical tangible results that we have seen are improvements of between 5% to 20% on 
trade spend ROI, and 1% to 3% on bottom line margin. -

Identify a strong 'catalyst' for change
Any change requires internal or external trigger(s) to get the ball rolling. There is no 
exception here either! To embark on this journey, you need strong characters (along with 
the right stakeholder engagement) within the organizations to lead the Revenue 
Management agenda. In some cases, organizations may choose to leverage the 
knowledge and presence of external consultants to boost the level of demand, confidence 
and direction within the organization. The right external stimulus generally can help 
accelerate the process. 

It is important to constantly develop and train the leadership with the art of the possible, as 
well as the technical team with the skills they need to execute the Revenue Management 
initiatives. HOW we sell the ideas to the Sales team (and the customers) is as important to 
WHAT the idea is in the first place, and for this you need a strong individual to drive this 
agenda across all levels and corners of the organisation.

Once the need for an improved Revenue Management capability has been identified, and 
the preliminary backing of the right stakeholders within the organization has been secured, 
it is now time to DESIGN your new Revenue Management capability, the so-called TO-BE 
state.

What is STAGE 2: Design?

The Design stage is critical in determining the direction and role of your desired Revenue 
Management capability. The key components of Stage 2 are:

Align on the Revenue Management Structure and Governance
This is by far one of the most common areas of concern as it can have a big impact on how 
the organization is restructured going forward. To build a sustainable Revenue 
Management capability, it is important to have the right level of 'voice' at the table to drive 
the agenda. This can take the form of either: a) establishing a unique Revenue Management 
central team, or b) spreading the Revenue Management capabilities across different 
cross-functional teams. As long as the new world addresses the desired capacity and 
capability, in theory, it can work its magic for the organization. However, in practice, this is 
more complicated and requires an in-depth assessment of existing capability and maturity 
levels before mapping the desired state and start point.



6

"How can Consumer Goods organizations develop a best in class 
Revenue Management capability?"

Align on the scope and responsibility of your desired capability
Having aligned on the overarching Revenue Management vision in Stage 1, we need to 
translate it now into an activity level outline - i.e. what activities and deliverables will be 
within the remit of Revenue Management responsibility, and what does it mean for the 
teams on a day-to-day basis. It is also imperative to ensure there is appropriate alignment 
on relevant elements that are outside the scope of our program, such as certain channels, 
product range, growth levers and so on. 

Define your cross-functional way of working
The key question to ask is ‘How would the Revenue Management team (in the case of a 
central team) work and interact with other cross-functional teams? How does the team's 
role align with the organization’s annual planning cycle?’ Over 50% of the success can be 
boiled down to the quality of execution, and having effective integration with the rest of the 
organization is a crucial part of the process. This could entail supporting KAMs/NAMs to 
drive stronger customer relationship and value, Marketing to deliver their brand aspirations, 
Finance to achieve financial targets and Demand Planners to improve their planning 
capability. If Revenue Management skills are embedded in the right manner (and not in a 
trial and error approach), they can become a powerful growth enabler for the organization 
delivering results considerably faster than you could otherwise achieve.

Develop your roadmap towards building a best in class Revenue Management capability
In an ideal world, there would be unlimited resources at our disposal and a magical genie to 
turn our vision into reality in just a day! Reality is somewhat different, and the road to 
building a first class Revenue Management capability requires both consistency and 
patience. Focus is needed on both short and long term gains. What the roadmap looks like 
depends on the organization’s existing maturity levels, aspirations, and the available 
resources. The roadmap can be a little daunting at times; particularly if your organization is 
at the lower end of the maturity spectrum and the level of effort required is HUGE! The 
essential element is to build the Revenue Management 'house' stage by stage building 
momentum which can be maintained. The steps on the roadmap can be tiny or large, but 
progressing in the right direction is better than staying still.

To ensure Revenue Management capability is widely embedded across the business, you 
should align your key measure of success. Where possible, also embed these selected 
metrics as part of the annual performance measure and/or bonus targets to drive coherent 
actions and maximise value for the business. 

Following Stage 2, there should be a very clear view of the future aspirations and structure 
of the desired Revenue Management capability along with a road map on how it can be 
achieved. It is now time to turn the vision into a reality. As a new way of working is to be 
created, Stage 3 is the most resource intensive stage of the process.

What is STAGE 3: Develop?

Stage 3 relates to translating the Revenue Management vision into tangible reality that 
addresses real-life challenges. The key components of Stage 3 are:

“Over 50% of the 
success can be 
boiled down to 
the quality of 

execution”
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"How can Consumer Goods organizations develop a best in class 
Revenue Management capability?"

Maintain the focus and stick to your priorities
It is paramount to maintain focus during this Stage while embedding the core Revenue 
Management principles, as it is easy to get distracted and become diverted by short-term 
pressures and organization’s needs. There are both short and long term gains, and so it is 
critical to allocate resources accordingly. The roles of team members should be divided in 
such a manner that the strategic and the operational arms of the Revenue Management 
capability are both given the right level of focus. This is an essential principle of a good 
Revenue Management capability, where an organization can support not only urgent 
'response now' type customer demands but also have an eye on a more strategic direction 
of the organization portfolio.

Get it right first time (and avoid Trial and Error approach)
The time taken for organizations to build a superior level of Revenue Management 
capability can be very different; some companies have taken merely six months, some one 
year and other have taken up to three years. What was the key difference? It really boils 
down to how the organization prioritizes and accelerates building Revenue Management 
capabilities along with other initiatives. in practical terms, this can simply relate to whether a 
company builds such capability using internally (slowly and organically) or seeks to help of 
external experts who can accelerate the development with a tried and tested approach 
that is best in class. It is easy to say which ones takes a shorter length of time in adding a 
superior level of value to the organization. Of course, there will be an incremental and 
immediate cost to the business of using external consultants, however, the opportunity 
cost of not accelerating the capability building process can be significantly greater under 
the trial and error approach. Imagine the difference in landing one BIG deal with the 
customer in six months as opposed to landing the same deal in three years - the difference 
in the value added to the organization can be huge. Multiply this across several delayed 
opportunities and we can get a sense of the scale of the impact that a faster rate of 
development can have. 

Focus on building the capability in-house (instead of treating it as a one-off project)
The whole premise is to build a sustainable level of Revenue Management capability, from 
which the organization can continue reaping year on year benefits. The goal should not be 
to identify one-off quick win ROI recommendations. Instead the goal is to build the right 
level of capability to ensure the principles of Revenue Management can be applied 
consistently going forward. In practical terms, if you are leveraging the knowledge of 
external consultants, the engagement should be designed in such a way that sufficient 
knowledge transfer is taking place. Aim to develop a ‘how to’ playbook to ensure you have 
documented your Revenue Management approach for the future reference of existing and 
new team members.

Have a right balance of entrepreneurial and systemized way of working
Revenue Management should follow certain principles that are relevant to the organization. 
If the process is systemized, i.e. there is a consistent way of conducting analysis, preparing 
reports and more, the approach will be noticeably more efficient and effective. Investing in 
developing and embedding the right systems, procedures and processes increases the 
likelihood of creating a long-lasting, sustainable approach. On the other hand, market 
challenges can be unique and may require flexibility.

“Seek Revenue 
Management 

expertise to avoid 
‘trial and error’ 
style approach. 
Time is money!”
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"How can Consumer Goods organizations develop a best in class 
Revenue Management capability?"

For these reasons, systems should support a core set of capabilities that provide a robust 
platform from which a flexible set of analytics can be generated.  To do this, the systems 
need to be integrated as part of the S&OP landscape and provide the following core 
capabilities:

• Integration of key data flows and planning processes
• User interfaces include insights that aid decision making
• Incorporate guidelines from Revenue Management
• Support workflow approvals as part of a governance framework
• Embedded What-If Scenarios to model the impact of changes
• Automated and self-serve reporting
• Visibility from Board to individual sku by account levels
• Post event review and ability to capture key learnings

The above core system capabilities provide a robust foundation on which a variety of 
analytical approaches can be based, whether they are embedded in the tool or conducted 
offline. The key objective for a system is to enable the seamless flow of data from its 
source, through analysis, into planning and, then finally, to enable effective execution. 
Companies who have invested in systems to support their Revenue Management 
processes are typically more agile and see a significant reduction in the amount of time it 
takes to analyze information and model the likely impact of changes. Furthermore, a 
system approach provides the opportunity for the Revenue Management function to be 
fully incorporated into the planning approach of the organization and the benefits to be 
fully realized. Once systems are in place, the desired level of Revenue Management 
capability should have been embedded. Reaching this point might have been a long but a 
crucial journey. The only two questions that remain to be answered now are 1) Can the 
organization maintain or even better improve the new capability levels going forward? and 
b) Can the ROI that was promised to the organization be realized?

What is STAGE 4: Sustain?

Stage 4 determines whether achieving a superior level of Revenue Growth Management 
capability will be short lived or a long lasting one. The key components of Stage 4 are:

Keep it simple and pragmatic 
If the delivery and the maintenance of your Revenue Management capability adopts a lean 
approach, then there is a higher chance of sustaining your newfound capability. In addition, 
the process needs to be seamlessly integrated with the rest of the organization’s annual 
planning cycle as companies who rely on spreadsheets to support the planning process 
will start to experience the inherent limitations that will counteract all the hard work that 
has gone before.  This is compounded if the control and running of the Revenue 
Management processes has not been fully embedded in the organization before the core 
project implementation team disbands back to their day jobs. However, if the Revenue 
Management processes have been embedded into the core planning processes and are 
supported by systems that are truly fit for purpose, the likelihood that an organization will 
maintain and expand their Revenue Management capability will be significantly increased. 
After all, the purpose of Revenue Management is to help drive the right value by aiding 
commercial decisions, and not just do the standalone complicated analysis. Ensure your 
reporting structure, systems, processes and most importantly the 'language' you use to 
influence the right decision reflects this. This is particularly important when you are 
reaching out to your customers.
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Continuous improvement to adapt to evolving market and organization needs
The Consumer Goods industry is getting more complex with the ever-changing shopper 
and consumer behaviours, an unhealthy reliance on trade promotions, increasing levels of 
centralized industry governance and more. Therefore, building and sustaining Revenue 
Management capability to continuously add value to your commercial agenda requires a 
very agile approach. Organizations need to be constantly in sync with market directions and 
identify ways to stay one step ahead of competitors. In practical terms, this means 
establishing a culture of continuous improvement and always finding innovative ways to 
respond to market reactions or opportunities. 

Companies with varying degrees of Revenue Management maturity levels, and even the 
industry leaders, regularly talk about becoming better at this game! Regardless of the 
maturity level of the Revenue Management capability in an organization, there should 
always be an on-going roadmap for continuous improvement.
So these are some of the key fundamental components of STAGE 4. Congratulations, you 
now not only have a fully functional and integrated Revenue Management capability, but a 
sustainable one as well.

Conclusion - The time to start is NOW

Given the growing fierce market conditions, competitive landscape and diluting margins, 
the decision the organization need to make is not whether we need to enhance our 
Revenue Management capability, but rather when would we need to do it. Early adoption of 
such practices might just give you the competitive edge you are seeking in the 
marketplace, instead of playing the catch-up game. Building a best in class Revenue 
Management capability might feel daunting, particularly if your organization is at the lower 
end of the maturity spectrum. However, taking a systematic and a proven approach can 
significantly help simplify the process, and most importantly create a sustainable approach 
in a much shorter time span. The key is to build your Revenue Management 'house' 
stage-by-stage building momentum, which can be maintained. The steps on the roadmap 
can be tiny or large, but progressing in the right direction is better than staying still.

Company Details
Ensere’s consulting and training programmes specialises in embedding best in class 
Revenue Management and Digital capabilities within Consumer Goods companies. We 
enable our clients to drive sustainable growth while improving margins even in tough 
market conditions through pricing and pack architecture, promotion optimisation, customer 
trade terms management, digital marketing, e-commerce strategy, online branding and 
performance management. Ensere and Sahaj Kothari, founder of Ensere, has consistently 
been recognised for their disruptive approach as the ‘Best New Business 2016’ by Chamber 
of Commerce Merton, ‘Best Pricing Consultants 2015’ and ‘Top New Talent 2015’ by The 
Grocer publication. All great things start with a conversation – let us begin ours today.

Exceedra is a global provider of Integrated Business Planning & Insight solutions to 
Consumer Goods companies. We enable our clients to simplify commercial, financial and 
supply chain processes and achieve greater performance in Revenue Management, Trade 
Promotion Management & Optimization, Customer Business Planning, Joint Business 
Planning and Sales and Operational Planning.  The end to end solution increases visibility 
and empowers cross-functional teams to maximise revenue and margin opportunities 
while actively managing risks. Exceedra customers include: Bayer, Birds Eye, Cloetta, 
Dyson, Omega Pharma, Pladis, Valeo Foods and Weetabix. Since 2009, Exceedra has 
rapidly expanded with offices in the UK, US and Australia..  <form action="http://
go.pardot.com/l/674473/2018-12-19/g8" method="post">
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constantly in 
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