
Overcoming blind spots  
in consumer pricing
Helping consumer-focused companies remove 
pricing blind spots and capture the true value of 
their products and relationships.
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Today’s headlines are full of stories  
about the changing nature of consumer 
behavior, the pressure of rising costs, new 
competitive dynamics, and the challenges 
associated with achieving growth in this  
complex environment. Effective pricing 
remains one of the most powerful tools 
available to consumer-focused companies 
as they seek to manage organic growth. 
However, in our experience there are several 
critical “blind spots” that prevent organizations 
from maximizing the full value of pricing. When 
these blind spots are properly addressed, our 
experience suggests 2% to 5% of additional  
top-line growth is possible, while also  
allowing companies to establish a true 
“consumer-centric” pricing capability.

Introduction
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Consumer behavior, price sensitivity, and perceptions of value have shifted both 
dramatically and unevenly over the past two years. Today’s consumers continue to adjust 
their spending habits to reflect new behaviors and preferences, many of which emerged 
over the past 24 months. These new trends require a reevaluation of pricing strategies 
and market positioning—not only now but also as a continuous capability, given the highly 
dynamic macroeconomic, political, public health, and labor market environment. A few 
examples of the changing nature across today’s consumer include:

Today’s changing consumer

Consumers are increasing investments in their 
health, with 77% saying they intend to spend 
more to stay healthy.1 A greater emphasis on 
health brings a rebalance in demand and spend 
toward fitness, nutrition, wellness, and other 
related products.

Consumers are reevaluating where they live 
and spend their money as they shift to “hybrid 
work” for the foreseeable future. In 2020, 82% 
of urban centers saw more people moving out 
than in,2 resulting in shifting demographics and 
a different mix of desired goods and services in 
both departure and destination localities. 

The evolution of working and living situations 
is blurring usage occasions, with consumers 
rethinking where and how they use their 
favorite products. As a result, electronics, 
furniture, appliance, toy, and hobby retailers 
all saw sales rise by 20% in Q3 2021 compared 
to the previous year,3 with reemerging apparel 
categories such as athleisure experiencing 
similar growth.4

Different consumer cohorts have experienced 
changes (and continued uncertainty) in  
financial security and disposable income. 
From 2007–2017, income for the top 20% 
of Americans rose by 1,305% more than the 
bottom 40%,5 and the COVID-19 pandemic 
has only exacerbated this trend.6 As income 
divergence continues, consumer perception  
of value will grow more diverse and disparate.

Consumers increasingly favor brands and 
products that align with their values. Deloitte’s 
Purpose Premium study found that a price 
premium of up to 35% can be charged for 
sustainably marketed products and that 40% of 
consumers aged 18–54 prefer more expensive, 
locally sourced goods.7 

Consumers prefer engagement at an individual 
level and are willing to reward brands that  
can create such engagement. According to  
a recent Salesforce study, 84% of consumers 
say that being treated like a person, not a 
number, is very important to winning their 
business, with 62% of consumers and 74% 
of Gen Zers saying they prefer personalized 
products and services.8

As these examples highlight, static assumptions about consumers may no longer hold true. 
Companies with the ability to continuously refine their assumptions—and adapt their pricing, 
promotion, and market strategies to meet evolving consumer value perceptions—will be better 
positioned to capture top-line growth in the coming years.
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As consumer-focused companies seek to adapt pricing strategies to the evolving consumer 
behaviors mentioned above (and others not highlighted), they are often hampered by three critical 
blind spots (see figure 1). These barriers limit the ability to be highly responsive, which is necessary 
in the current retail environment, and ultimately limit the full growth potential achievable through 
targeted pricing and promotion actions.

Consumer pricing ‘blind spots’

Blind spot No. 1: Overreliance on internal data

Many consumer-focused organizations continue to rely 
heavily on internal data (or a narrow set of external 
factors) when analyzing consumers. By limiting their 
view of consumer activity and preferences, companies 
risk missing key trends and opportunities developing 
outside their own “four walls.” While more than 90% 
of retailers today can pair basic customer information 
(often from loyalty programs) such as name, contact 
information, and birthdays9 with internal spend data, this 
information may fail to detect deeper consumer demand 
patterns and/or opportunities for growth. For example, 
a retailer without broader consumer household income 
information might fail to detect that sales growth among 
high-income shoppers in a particular locality has stalled in 
recent months and therefore miss an opportunity to take 
corrective action.

Blind spot No. 2: Outdated assumptions around 
consumer willingness to pay

Organizations often default to static assumptions around 
competitive differentiation, the value of specific product 
attributes or characteristics, and a consumer’s willingness 
to pay for goods and services. Such measures have 
historically been based on a combination of information 
sources, such as competitive benchmarking, vendor 
recommendations, internal pricing tools, and traditional 
consumer research. These sources often treat consumers 
as broad, homogenous segments or are slow to “update” 
based on changing conditions. As a result, pricing-related 
actions may not be sufficiently granular (i.e., individual 
or micro-segment) nor fully reflect nuanced changes 
in consumer preferences, a product’s position relative 
to competitors, and the true level of differentiation 
established in the market (i.e., a product or brand feature 
with the ability to capture value upside). For instance, in a 
sample beauty category at a national retailer, the average 
selling price (ASP) of one major customer segment was 
33% above the category average and dropped only 6% in 
the past six months, while the ASP of another customer 
segment was 21% below average and dropped by 52%.10 
Pricing actions that did not account for these diverging 
segments would either over- or undershoot the target 
consumer’s willingness to pay. 

Overcoming blind spots in consumer pricing | Consumer pricing ‘blind spots’
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Figure 1. The three blind spots of consumer pricing

Blind spot No. 3: Pricing and promoting  
with uniformity 

Many consumer-focused companies continue to set 
prices and promotional offers at a national level, limiting 
their ability to capitalize on localized or individualized 
growth opportunities. Large price zones will cut across 
localities or consumer segments, which often have 
varied preferences and levels of product demand. This 
results in price setting “to the average,” thereby over- or 
undercharging consumers depending on the granular 
demand shifts. Similarly, mass promotions offered 
across consumer segments will struggle to activate 
diverse consumers effectively and result in suboptimal 
ROI. A continued strategy of pricing and promoting with 
uniformity is likely to result in untapped growth potential. 
For example, at a leading national consumer products 
retailer, two-thirds of sampled SKUs had only two price 
points covering more than 70% of stores, and only 12% 
of promotion investment was allocated to personalized 
offers in 2021 despite providing three times higher 
average ROI than mass offers.10
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Consumer companies preparing to engage and win with today’s evolving consumers can capture the 
full value of pricing and promotions by addressing these three major blind spots. In doing so, they 
also have an opportunity to create a consumer-centric pricing capability focused on 1) creating a 
holistic view of the consumer, 2) evaluating willingness to pay with precision, and 3) targeting at the 
localized and personalized level.

A clearer vision

Overcoming blind spot No. 1: Creating a holistic 
view of the consumer 

Advanced consumer organizations are enriching internal 
data with a variety of external data sets—seeking to create 
a 360-degree view of consumers beyond an organization’s 
“four walls.” Such data sources include credit/debit card 
spend data to build a more comprehensive view of 
consumer baskets, cellular mobility data to inform how 
consumers move and shop, third-party demographic and 
income data to enrich consumer profiles, and behavioral/
activity data (e.g., gym memberships) to understand 
broader spending trends. External data should not 
serve to replace valuable first-party information, but 
rather it should complement and enhance a company’s 
current decision-making process. This is especially true 
as companies develop the ability to “layer” multiple data 
sources and “drill down” across a broad set of attributes 
(e.g., income, ethnicity, age, household size, homeowner, 
business owner, etc.). As the holistic consumer picture 
clarifies, companies are leveraging the combined data 
sets for a variety of use cases such as the following:

• Enhancing consumer segments: Merging  
CRM/first-party data with credit card, demographic, 
income, and localized economic data to create  
more refined consumer cohorts and associated 
pricing strategies. 

• Understanding cross-purchases: Developing a view  
of the full consumer basket (both at a point in time 
and longitudinally) to identify new opportunities to 
increase share of wallet, cross-promote, or identify 
third-party partnerships.

• Driving loyalty: Crafting marketing and promotional 
messages that speak directly to a consumer’s 
lifestyle or need state, thereby strengthening  
the brand/consumer relationship and enhancing 
pricing power. 

As investment in external data continues to intensify, 
organizations unable to view a clear picture of their 
consumer will find it harder to execute winning strategies 
and will lack a foundational capability for addressing this 
fundamental pricing blind spot.

Overcoming blind spots in consumer pricing | A clearer vision
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Overcoming blind spot No. 2: Evaluating willingness 
to pay with precision

Leading organizations are using both advanced modeling 
on transactional data and rapid voice-of-the-consumer 
studies to better understand and quantify how consumer 
perception of value is shifting and how their products are 
differentiated from competitors. This process can, in turn, 
help ensure companies are maximizing value capture 
through pricing actions. For example, AI-enabled demand 
models are being applied to first-party sales data to 
“decompose” and identify product attributes consumers 
find the most attractive (e.g., color, fabric, sustainability, 
brand, and other features/attributes). These mathematical 
demand models can be combined with tools such as 
rapid direct market (“voice of consumer”) research 
to further complete a quantitative/qualitative view of 
consumer preferences. When the value of a particular 

product’s attributes is viewed in relation to competitors, 
specific pricing opportunities often emerge (see figure 2).

A precise understanding of feature value can also be 
fed into the product development process and help 
determine value-accretive features for new products, 
calculate price gaps for newly introduced own brands, 
and refine forecasting and inventory distribution. As 
consumers’ perceptions of value continue to evolve, 
retailers investing in precise willingness to pay calculations 
will find pricing opportunities faster than peers, who rely 
on existing assumptions that lag emerging consumer 
behavior. This creates the ability to adjust pricing, 
promotions, and market positioning in a more dynamic 
manner and better capture top-line growth and share 
from competitors.

Figure 2. Value-based pricing and competitive differentiation 
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be compared across 
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products to determine  
pricing opportunities.
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Figure 3. Localized pricing and assortment decisions
Overcoming blind spot No. 3: Targeting at the 
localized and personalized level

The most sophisticated consumer-focused companies are 
parsing data at a granular level to understand individual, 
location-specific consumer patterns. This data is 
combined with algorithms and machine learning to target 
consumers with localized pricing and/or personalized 
one-on-one promotion. However, many organizations 
are still pricing at a national (i.e., “one price”) level. The 
advanced use of internal and external data sources and 
clustering models can determine the most significant 
attributes of localized demand and then group consumers 
and/or stores based on these attributes. This facilitates 
the process of localized pricing or assortment decisions 
and better matches value perception to unique consumer 
preferences (see figure 3). 

Similarly, machine learning algorithms can be paired  
with promotion and consumer data to determine a 
propensity to purchase among specific consumer 
cohorts. These cohorts (or audiences) can subsequently 
be targeted with specific promotional offers to increase 
engagement and maximize the return generated through 
discount spend. Utilizing AI to more effectively provide 
targeted prices and offers is top of mind for many 
consumer-focused organizations, with 44% of retailers 
reporting that personalization was their highest priority 
use case for AI.11 With today’s consumers changing where 
and how they live, and looking for individual engagement 
now more than ever, organizations not investing in 
tailored pricing and promotions will find themselves at  
a disadvantage compared to peers.
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Products that sell 
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customers
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By addressing pricing blind spots, leading consumer companies have the ability to generate  
top-line growth and above-market financial outcomes. In most instances, this involves overcoming 
multiple challenges and developing an integrated solution to capitalize on pricing or market position 
challenges. We believe such an approach may create at least 2% to 5% of incremental growth.

Case study No. 1: Pricing and assortment  
localization at a leading national convenience  
and health retailer

• Blind spot: A leading US consumer products retailer 
was struggling with antiquated legacy processes 
related to updating and managing (limited) price 
zones and planogram versions throughout its national 
chain of stores. More specifically, the retailer’s 
processes lacked consumer data outside its own 
“four walls” and the organization was unable 
to provide an accurate picture of store-level 
shopping behaviors. Previous attempts to create 
effective localized pricing and assortments were 
frustrated by this limited understanding.

• Actions taken: The retailer partnered with 
Deloitte to create a granular data set focused on 
a holistic view of the consumer at a store level. 
This was facilitated by combining the organization’s 
internal sales and loyalty data with multiple external 
data sources using Deloitte’s proprietary InSightIQ 
consumer data solution. The newly created, combined  
database was paired with clustering algorithms 
to determine the local consumer attributes 
most responsible for driving sales and signaling 
increased demand across the retailer’s varied 
categories. Such insights led to the identification 
and implementation of localized pricing and 
assortment changes at a region or store level. 

• Impact: By partnering with Deloitte to 
successfully target consumers at the local level, 
the retailer captured $20 million of top-line 
growth through pricing and assortment actions, 
validated with proof-of-concept, in-market tests.

Bringing it together: Case studies 
and potential impact

Overcoming blind spots in consumer pricing | Bringing it together: Case studies and potential impact
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Case study No. 2: Evaluating willingness to pay with 
precision for a leading athleisure brand

• Blind spot: A leading sports apparel brand 
commanded a strong market position but  
relied on “static,” outdated pricing analyses 
(more than seven years old) for determining 
prices of existing and new products. In the wake of 
evolving consumer preferences and multiple new 
entrants, the company needed to update its 
understanding of the true consumer perception 
of its high-performing products compared to 
other items in its assortment—and especially relative 
to competitor offerings.

• Actions taken: The apparel brand partnered  
with Deloitte to develop a precise way to 
calculate and refresh consumer willingness to 
pay for the company’s flagship products. Deloitte 
combined a fit-for-purpose algorithm with proprietary 
InSightIQ data, a rapid voice-of-customer survey, and 
client sales data to score product attributes based 
on consumer value (e.g., qualitative value score for 
product fabric). By comparing the total attribute 
scores of high-performing products to those of  

in-house and competitor substitutes, the apparel 
brand was able to identify value gaps where products 
were under- or overpriced, based on consumer value 
perception. These value gaps were then rectified with 
low-risk pricing actions across major geographies.

• Impact: By evaluating willingness to pay with 
precision, Deloitte and the apparel brand 
identified $25 million of pricing improvement 
actions, based on up-to-date consumer value 
perceptions of the brand’s and competitors’ products.

Overcoming blind spots in consumer pricing | Bringing it together: Case studies and potential impact
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Case study No. 3: Willingness to pay and 
personalized promotions with a multinational 
footwear manufacturer

• Blind spot: A multibillion-dollar global brand was 
experiencing double-digit growth, driven by changing 
consumer trends and new product releases. However, 
the company’s traditional wholesale model resulted 
in limited availability of consumer data and 
thus, an incomplete picture of its end customer 
and their willingness to pay. The company was 
therefore unable to effectively update pricing 
to match evolving customer tastes, or to target 
customers at a more granular level.

• Actions taken: Deloitte and the client utilized 
InSightIQ consumer data and the company’s 
first-party information to analyze customer 
behavior, generate attribute-based demand models, 
and determine consumer willingness to pay 
at a style level. This allowed the team to identify 
collections of over- or underpriced SKUs and multiple 
opportunities to activate price increases. These 
initial opportunities were complemented by a 
series of tests to deliver personalized, consumer 

segment-based promotions via Deloitte’s HUX 
platform, which manages customer and sales data, 
develops and distributes personalized offers, and 
measures offer results. Taken together, the brand was 
able to identify new growth drivers, adjusting pricing 
to match consumer value perception, and build a 
more personalized relationship with consumers.

• Impact: By precisely calculating consumer 
willingness to pay and targeting consumers  
at a personalized level, the client unlocked  
6% to 7% ($70 million) improvement in  
margin across pricing levers, helped elevate a 
“consumer-first” mindset, and formed the building 
blocks of an integrated pricing capability to drive  
long-term sustainability.
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Overcoming blind spots in consumer pricing | Conclusion

Consumer demand patterns have fundamentally 
shifted over the past 24 months—and will 
continue to evolve at an increasing pace. 
Consumers, now more than ever, are shifting 
spend to reflect heightened demand for a 
new mix of products, changing locations of 
consumption, diverging incomes, and abilities  
to pay—alongside preferences for brands  
aligning to their values and a desire for 
engagement on the individual level. Leading 
consumer-focused organizations who can 
identify these shifts, and adjust pricing in 
response, are well positioned to capture 
significant top-line value in the coming years. 
Organizations looking to capture such growth 
can eliminate their blind spots by developing a 
few core capabilities, including holistic views of 
their consumers, precisely evaluating willingness 
to pay, and targeting pricing and promotions at 
a granular level. When properly developed, we 
believe these capabilities provide an opportunity 
to create 2% to 5% of top-line growth, while 
establishing the ability to adapt and respond to 
ongoing evolution of consumer demand.

Conclusion
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