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Commercial Transformation, AI Powered

We implement end-to-end capabilities across

Strategy, Pricing and Commercial 
Execution 

Delivering measurable and sustainable improvements            
in Profit and Market Share
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➢ Expert Leadership 50+ international senior experts directly involved throughout global 
delivery

➢ End-To-End Delivery Strategy, pricing and execution across people, governance, 
processes, data and systems

➢ Ready-To-Deploy Solutions Data integration, pricing intelligence, commercial execution and 
performance monitoring

➢ Sustainable Implementation Change management and full capability transfer for real-world new 
ways of working and future continuous improvement

➢ Results Commitment Budget linked to business outcomes: Adoption, Autonomy, Gross 
Profit and Market Share

100% 
Autonomy*

100% 
Adoption*

+4% to +12% 
Gross Profit*

*Source: Stratence benchmarking across +400 projects.

Stratence combines senior expert involvement, codified implementation discipline and proven 
ready-to-deploy systems solutions

+8% to +25% 
Market Share*
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Clear Success Drivers 
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Superior commercial performance and competitive edge aligning Strategy, Pricing and Execution, 
with full adoption, autonomy and tangible business outcomes.

➢ Strategic Clarity Data-driven dynamic scenarios aligned with market changes 

➢ Pricing Intelligence Transparency, data intelligence and insight to maximize value 

➢ Commercial Discipline Governance and disciplined execution to translate strategy into action

➢ Adoption & Autonomy Best-practice capabilities embedded and transferred 

➢ Leadership Alignment Cross-functional ownership and results recognition

Stratence Partners 40 best practices benchmarking model dashboard, 
for measuring and supporting the journey towards excellence

Over more than 25 years, Stratence 

Partners has developed and 

continuously refined its World Class 

Excellence Benchmark Model, 

comprising 40 Best Practices to 

support organizations in achieving 

effective Commercial Transformation 

for Profitable Growth.

Control lock

1

1 Strategy Optimization: 1,3 1 1 Commercial Effectiveness: 1,3 1

# 1
Segment Products/Services, Go-To-

Markets & Customers
1 1

Assign Segments to Products/Services & 

Customers
2

1 Develop-Implement Industry Power 1 4 Validate Back-Office Readiness 1

1 Integrate Strategic Value Research 1 1 Establish Peer Measurement 1

1 Measure Perceived & Financial Value 1 1 Adapt Incentives to Performance 1

2
Implement Design To Price & Innovative 

Contract
1 1

Ensure Materials & Tools-Systems 

Availability
1

3
Define Competitive, Market & Legal 

Reactions
2 1

Communicate, Train & Coach Sales 

Organization
1

1 Assess Pro-Active Strategic Scenarios 1 2 Implement DOA - Exceptions Management 2

1 Communicate the Strategy 1 1 Integrate Transactional-Value Selling 1

1

2 People & Organization: 1,6 1 1 Research & Analytics: 1 2

# 2 Talent Management Implemented 1 1
Embedded Transactional Analytics & 

Research
2

1 Organization & Processes 1 1 Full Integration of Intelligence 1

5 5 Load & Delete Scenarios

4 4 Select Existing or Write New Name Select from the List of Stored Scenarios

3 3 Exemple 1st Draft for Training

22

1 1

Automated Dataflow Along the Entire 

Process

Integrated Tools Along the Entire Process

Performance Monitoring: 1,3

Track Customers Prices

Track Competitors Prices

Measure Market Share & Shares of Wallet

Manage Transactional & Value Disruptions

Ensure Intelligence Compliance

KPI & Dashboards for Performance

Prepare Business Cases for Exceptions

Conduct Performance Review

Reactive

Ad-Hoc

Change Management: 1,6

Cross-Functional & Participative Approach

Excellence Roadmap for Quick Wins to Long 

Term

1Validated Advanced Draft

Implement Intelligence Toolbox

Systems & Tools: 1

Strategy, Commercial & Pricing Excellence 

Process & Infrastructure Benchmark Model Scorecard
©

Infrastructure: 1,3

Store Scenarios

Process: 1,2

Pricing Excellence: 1,1

Understand End-To-End Waterfall

Optimize Price & Volume Trade-Off Through 

Elasticity

Manage Consistency-Horizontal & Fairness-

Vertical Pricing

Define Leakages Efficiency (ROI) & Efficacy 

(Penetration)

Adjust Products Slopes-Formats & Services 

Levels Positioning

Excellence for New Launches

Formalize & Communicate Reference - Price 

List

L

E

V

E

L

World Class Excellence

Value Based Solutions

Competitive Premium

Smart Cost+

Reactive Ad-Hoc

Spotlight

Roadmap

Delete 
1,3

LoadStore

Actions Max View

Min View

Unstructured Data, Silos & 
Slams, Firefighting Mode

Customers, Portfolio, 
Volume & Profit Discipline

Market Share & Price 
Premium Optimization

Value Proposal & Willingness 
to Pay Governance

Dynamic Evolution & 
Continuous Improvement
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Pragmatic Delivery
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Pragmatic AI & Systems Enablement

• Dynamic & data-driven segmentation for 
profitable growth priorities

• Sharpened value-based propositions & 
innovation

• Profit–market share scenario simulation

• Gross-to-net transparency & optimization

• From smart cost+ to competitive premium & 
value-based pricing

• Agility & discipline through delegation of 
authority (DoA) & governance

• Policies, roles, processes & data-tools

• Insights & scenarios for win-win negotiation 
effectiveness

• Training & coaching for strategic alignment & 
value-based execution

Accelerate implementation leveraging SPIE+AI ready-to-deploy systems platform

Efficiently solve data integration, pricing intelligence, commercial execution and performance monitoring 

Integrate with existing ERP, CRM, CPQ, BI …

One integrated framework aligning how you decide, how you price and how you execute.

SPIE+AI is presented on the following slide

Review, design & implement best-practice capabilities

Embed new ways of working for sustainable performance

Steer with change management, securing successful transformation

Capability Building & Change Management

Growth & Strategy             

Optimization

Pricing & Contracting   

Excellence

Sales & Commercial 

Effectiveness
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Data Management 
Trusted transparency

Data Science 
Gross-to-net intelligence

Commercial Excellence           
Disciplined execution

SPIE+AI is structured as one coherent, auditable framework and organized around three executive-facing modules

SPOT : AI-Powered Single Point of Truth for 
Integrated & Automated Data Management 

SPOT

S1

S2

S3

S4

Gross-To-Net Waterfall: Full Transparency 
& Cross Dimensions Benchmark

Strategic Corridors Based, Sales Deals 
& Incentives Cockpit

Stratence Partners Integrated Ecosystem, AI Powered

A Ready-To-Deploy Solution for Commercial Transformation

➢ AI-Powered Strategic Commercial Performance Engine 

➢ Strengthening capabilities and organizational alignment

➢ Boosting transparency, intelligence and execution 

➢ Systematically improving profitability and execution discipline

https://www.stratence.partners/world-epa-congress-2025


Stratence Partners
Commercial Transformation, AI Powered

Proven Experience

Full list of references is available on our website: www.Stratence.Partners

Specific industry expertise and business cases are available on demand

B2B B2B2B B2B2C B2C

Spanish Confederation 
of Savings Banks

Givaudan

Industry

➢ Pharma & MedTech 

➢ Chemicals & Industrials 

➢ Oil & Gas 

➢ Telco & Utilities 

➢ Financial Services 

➢ Consumer & Retail

Assignments

➢ Strategy & GTM 

➢ Gross-to-Net Transparency

➢ Pricing & Contracting Excellence 

➢ Commercial Execution

➢ AI & Systems Enablement 

➢ Pre- & Post-M&A Transformation

5

Across 25+ years and 400+ projects, Stratence Partners has delivered commercial transformation 
initiatives for leading organizations worldwide.

http://www.stratence.partners/
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Industry Key Transformation Content Typical Business Outcomes References & Testimonials

Chemicals
Specialties vs. generics strategy; value-based 

segmentation; feedstock pass-through; price waterfall & 

leakage control; portfolio & customer mix

+2–5 pts gross margin

20–40% leakage reduction

Improved price/mix realization

Fatima Fagnani – Pricing Manager
Deep expertise and extensive experience were fundamental 

assets to deliver above expectations in a very complex 

landscape.

Pharma
Value-based pricing & access; gross-to-net transparency; 

contracting & distribution management; patient programs; 

portfolio & new launches profitability

+3–6% revenue 

+5–10% net price

Improved gross-to-net realization

Yasuhiro Nishimi – General Manager
They fully supported us from the initial Diagnostic to final 

implementation, with full commitment to capability transfer 

for future autonomy.

Medical Devices
Value-based pricing; portfolio penetration; tender & 

contract optimization; key-account profitability; sales 

effectiveness

+3–6% revenue

+3–8% gross margin

Increased portfolio penetration

Jim Goodman – Global Vice President Strategy
The value we received paid huge dividends and easily 

showed a good ROI.

Oil & Gas
Commodity-based pricing; downstream pricing; contract & 

discount governance; trading margins; customer & channel 

profitability

+2–4% commercial margin

10–20% leakage reduction

Improved price & contract realization

Jean-Gabriel Gautier – Global Pricing Leader
Their pragmatic approaches have produced robust and 

sustainable impacts across several industries, including Oil 

& Gas.

Industrial
Value-based pricing; key-account & deal management; 

regional pricing consistency; aftermarket monetization; 

sales execution

+3–8% deal margins

+10–25% aftermarket growth

Improved regional price consistency

Rafael Yelo Diaz – Operations Director
I can confirm their high level of professionalism and 

experience in helping companies improve their operations.

Utilities
Value-based segmentation; tariff & contract optimization; 

promotions & offers; customer profitability; churn & 

retention

+2–5% revenue/customer

+3–7% commercial margin

Reduced churn & improved customer value

Luis Adão Da Fonseca – Global VP of Strategy
Their project management skills and experience in delivering 

tangible and pragmatic results made a big difference to the 

successful outcome.

Finance
Risk-based pricing; pricing & commercial governance; 

product & fee optimization; customer lifetime value; 

portfolio profitability

+5–12% risk-adjusted profit

+3–8% revenue/customer

Improved portfolio profitability

Markus Erne – CEO
We redefined and implemented a new market strategy with 

direct impact on the commercial process and pricing 

intelligence.

Tech & Telco
ARPU monetization; offer & bundle optimization; 

subscription & usage-based pricing; churn & retention; 

customer lifetime value

+3–10% ARPU

15–30% churn reduction

Improved customer lifetime value

Rodrigo Sanz – CEO
They pragmatically implement advanced methodologies and 

systems in the real world to optimize Strategy, Commercial 

capabilities and Pricing Excellence.

Transport & 

Logistics

Yield & dynamic pricing; contract vs. spot optimization; 

network & capacity monetization; surcharge management; 

customer profitability

+4–9% revenue/shipment 

+3–7% margin

Improved capacity & network utilization

Adam Monk – CEO
They took on a very complex Strategy Optimization and 

Commercial Excellence project, including a fully automated 

system.

Business Outcomes & References
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Seamless Engagement

Alignment Workshop Pre-Assessment Deep Dive Diagnostic Implement & Scale

contact@stratence.partners www.stratence.partners +44 (0) 770 030 93 63

A pragmatic, self-funded path to profitable Commercial Transformation through four decision-gated steps
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• Align on current status

• Define future expectations

• Introduce AI opportunities

• Detail next steps

• Leadership & decision-makers

• Key stakeholders

• Future project leader

• HQ

• Optional BU’s/Countries

• 1 to 1.5 hours

• Engage with stakeholders

• Propose preliminary ROI

• Assess AI readiness

• Define business priorities

• HQ stakeholders

• BU’s countries leaders

• Future project leader

• HQ

• Sample BU’s/Countries

• 10 to 24 weeks

• Design capabilities blueprint 

• Define 1-3 AI pilots

• Measure & validate detailed ROI

• Align Roadmap cross-functionally

• HQ stakeholders

• BU’s countries stakeholders

• Project leader and teams

• HQ

• Selected BU’s/Countries

• 5 to 10 weeks

• Implement effective capabilities

• Embed & package AI solutions

• Build train-the-trainer program

• Capture ROI & secure autonomy

• HQ

• Selected BU’s/Countries

• HQ stakeholders

• BU’s countries stakeholders

• Project leader and teams

• 24 to 36 weeks

Im
p

a
c

t

• Alignment on the opportunity

• Awareness of business potential

• +1% net (net) price / +8% profit

• +1% top-line, volume & share

• +3% net (net) price / +14% profit

• +6% top-line, volume & share

• +6% net (net) price / +18% profit

• +18% top-line, volume & share

mailto:fventureira@stratence.partners
http://www.stratence.partners/
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