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Introduction

Game Changer reframes pricing from a tactical numbers game into a
strategic leadership discipline. Pricing decisions collectively determine
how the world's $100 trillion economy gets divided—making pricing
one of the most consequential business decisions leaders make.

Core Thesis: The New Pricing Paradigm

The book refutes four flawed premises of traditional pricing:

« Zero-Sum - Collaborative Growth: Pricing can incentivize
buyers and sellers to grow together

« Value Extraction — Value Sharing: Fair sharing fosters loyalty
and enables massive scaling

« Static — Dynamic: Demand, needs, and competition are fluid,
creating opportunities

« Numbers — Strategy: Pricing models matter more than optimal
price points

The Strategic Pricing Hexagon

The centerpiece framework identifying seven distinct pricing
games:

Value Game: Aligning prices with unique, superior value propositions
Uniform Game: Optimizing single transparent prices for all customers
Cost Game: Driving efficiency in commoditized markets

Power Game: High-stakes negotiations in concentrated markets

Custom Game: Customizing offers and discounts to beat competition
Choice Game: Shaping behavior through segmented offer lineups
Dynamic Game: Managing real-time pricing based on fluctuating demand

Frameworks & Building Blocks

Three Information Sources driving price variation:

« Cost — Variable, fixed, and opportunity costs

« Competition — NBCA and market alternatives

« Value — Substitute + Usage value (functional + emotional)
Four Economic Frameworks:

Elasticity (Cost + Value)
Game Theory (Cost + Competition)

Differentiation (Value + Competition)
Supply/Demand (All three)

* Key Takeaways for Business Leaders
Pricing strategy determines corporate strategy, not the reverse
Identify your game before optimizing price points

Architecture decisions have greater impact than adjusters

Six Market Forces

Forces that shift companies between games:

* Innovation - Value

« Digitalization — Choice

» Customization — Custom

* Fragmentation — Uniform
« Commoditization — Cost
« Consolidation — Power

Pricing Model Architecture

Pricing Architecture (foundational):

« Pricing Basis: Unit expression (capacity, usage, outcomes)
« Offer Structure: Good-better-best, bundles, razor-blades

« Pricing Mechanism: Fixed, negotiated, auction, algorithmic
Pricing Adjusters (flexible):

« Customer Programs: Loyalty, memberships, ELAs, rebates
« Transaction Incentives: Promotions, coupons, matching

« Fees & Discounts: Functional discounts, surcharges

Business Transformation

Part Ill—how to change your game:

« Innovation: Moving to Value Game with breakthrough products

« As-a-Service: Shifting to recurring revenue models

« Al: Perfecting price differentiation at scale

« Direct-to-Consumer: Controlling pricing through owned channels
« Scale: Achieving cost advantages in commodity markets

Societal Impact

Part IV—pricing's role in society:

« Fairness: Ethical price differentiation across customers

« Access: Pricing strategies to provide universal access

« Green Premium: Shaping demand for sustainable solutions
« CO2 Pricing: Encouraging lower carbon emissions

"How much to leave on the table?" is an essential strategic question
The value ladder is your key tool for the Value Game

Market forces can be harnessed to reshape your industry
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