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MANAGEMENT SUMMARY

A price list can be accurate and still fail to explain the exchange it governs. Pricing architecture connects the
value metric, offer, access or entitlement, terms, pocket-price bridge, price authority, change process, and re-
view. Simon's practical treatment shows why prices have multiple dimensions; Sundararajan's formal
information-goods model shows why fixed-fee and usage-based elements carry different transaction conditions.
Zbaracki and colleagues show that adjustment includes information, decision, communication, and negotiation
work, while Sousa and Bradley measure cross-market price adaptation beyond the list price. This article turns
those boundaries into an author-generated architecture map and a set of interface tests. It sets no price, recom-
mends no discount, and uses no current company or market data.
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A price list can be accurate and still fail to explain the exchange it governs. The real decision may be scattered
across product definitions, contracts, billing rules, approval limits, service promises, and renewal conversations.

The answer is not a more elaborate list. Pricing architecture is a system, not a price list. It connects the value met-
ric, offer, access or entitlement, terms, pocket price, authority, change process, and review. A price is an endpoint.
Architecture explains how it was produced, what it permits, who can alter it, and what evidence would justify
changing the design.

This is a different question from pricing as positioning, which asks what a price communicates in a market. It is
also different from the capability behind value-based pricing, which follows value evidence through translation,
negotiation, and delivery. GO4 owns the connective tissue between those objects: can a pricing system keep its
meaning as an offer is packaged, delivered, negotiated, changed, and reviewed?

Why does pricing architecture begin before setting the list price?

The word price compresses several objects that should remain separate:

1 List price. The visible starting point or published reference.

2 Value metric. The unit by which the exchange is measured.

3 Offer and entitlement. What is included, limited, and expected.

4 Terms. Billing, commitment, renewal, credit, currency, risk, and conditions.
5 Pocket price. The realised price after discounts, rebates, credits, and terms.

6  Qutcome. What was expected, delivered, and observed afterwards.

These objects can move independently. A list price can stay fixed while a credit changes the pocket price. A pre-
cise metric can accompany an unclear entitlement, or a signed contract can leave the outcome as a hypothesis.

Simon describes this dimensionality in practical pricing terms. The visible number can sit beside discounts,
bundles, additional services, multi-part charges, and negotiated prices (Simon, 2015). In B2B exchange, payment
terms, order minimums, and rebates can shape what buyer and seller actually exchange (Simon, 2015). A list price
is therefore not automatically misleading. It is incomplete as a description of the system.

Which seven operational layers constitute a complete pricing archi-
tecture?

The architecture becomes inspectable when each layer has a field, boundary, owner, and review question. These
are author-defined fields, not a validated scorecard.

1. Value metric

Start with what is counted, measured, or charged. A value metric may be access, capacity, usage, time, transac-
tion, output, or another observable basis. It tells the system how the exchange is metered, not whether the buyer
received value.

The seller may charge per transaction because transactions are observable while the buyer cares about avoided
risk or a faster decision. Those objects can be related, but a charging basis is not an experienced outcome.
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The metric also needs a boundary: what counts, when it starts and ends, who can inspect it, and what happens in
a dispute. Otherwise usage-based pricing can create precision the billing process cannot defend.

2. Offer and promise

The offer states what the buyer receives: a product, service, access right, implementation boundary, response
promise, support level, or combination. The architecture must identify that promise without using the metric as a
shortcut.

An offer is complete when the buyer can tell what is included, excluded, conditional, and different across pack-
ages. The tiered-pricing article owns the promise and cost-to-serve boundary by level. G04 asks how that level
connects to the rest of the system.

3. Access and entitlement

Access describes what the buyer may use, request, consume, or expect: a quantity limit, seat or user rule, service
window, response condition, geographic boundary, or defined interaction. It turns an abstract package into an
operating promise.

Without a boundary, a fixed fee can be read as unlimited access, or a high-touch promise can be sold without the
people and time needed to deliver it. State the boundary in the same record as the promise.

4. Terms and risk

Terms govern when money, access, risk, and obligations move. Billing timing, commitment, renewal, credit, pay-
ment security, currency, tax, and change notice can alter the exchange without changing the headline number.
This is an architecture layer, not a legal opinion.

The same nominal price can mean something different when the buyer prepays, pays later, accepts a minimum,
carries usage risk, or receives a different remedy. A system storing only the list price compares transactions that
share a number but not a condition.

5. Pocket-price bridge

The pocket-price bridge makes the path from reference price to realised exchange visible. It records the unit and
adjustments that can change it: discounts, rebates, credits, bundles, payment terms, currency, taxes, and other
conditions in the chosen boundary.

The bridge is not an argument against discounts. A discount can be part of an offer, a response to a condition, a
negotiation concession, or a temporary promotion. The question is whether its reason, authority, duration, and
downstream effect are known. If the price changes but the promise, access, or review does not, the system has a
hidden interface.

Pocket price should not be mistaken for value. The amount collected is an output of terms and negotiation and
can reflect alternatives, relationship, timing, bargaining position, and value communication. G04 keeps the calcu-
lation legible so those questions are not confused.
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6. Price authority and change

Price authority answers who may change the metric, offer, terms, discount, credit, or exception. A system with a
base price but no authority model will still change through local workarounds, contract language, or unrecorded

exceptions.

Zbaracki and colleagues identify information gathering, decision-making, internal communication, customer
communication, and negotiation as parts of adjustment work (Zbaracki et al., 2004). Their study concerns one
large U.S. industrial manufacturer and its customers, so it cannot establish a universal cost structure (Zbaracki et
al., 2004). Its architectural lesson is dependency: changing a number can change information, ownership, com-
munication, and the buyer’s reference point together.

The change record should state the trigger, authority, affected layers, communication owner, exception path, sys-
tem update, and review date. Without a downstream check, a price change is an edit to a number, not a governed
architecture change.

7. Review and outcome

The final layer asks what the system should learn. Review expected promise, measured exchange, delivered ac-
cess, service burden, buyer interpretation, and outcome separately. Renewal or continued usage is useful evid-
ence, but neither automatically proves delivered value.

This closes the loop between design and experience. A hard-to-explain metric, an expensive promise, or a dis-
count that erases pocket-price logic points to different design questions. The architecture should keep those dia-
gnoses distinct.
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Table 1 The seven-layer pricing architecture map

Layer

Field

If missing

Owner or trigger

Value metric

Offer and promise

Access and entitlement

Terms and risk

Pocket-price bridge

Price authority and change

Review and outcome

Unit, event, rule, dispute
boundary

Outcome, work, access,
exclusions

Limits, users, service
window, rights

Billing, commitment, re-
newal, credit, currency,
tax

List price, discount, re-
bate, credit, adjust-
ments

Trigger, owner, commu-
nication, exception, up-
date, review

Promise, access, service
burden, result

A precise bill has no de-
fensible unit

The buyer cannot identi-
fy the promise

Afee creates an unlim-
ited expectation or bur-
den

Equal list prices carry
different risk or timing

The headline is mis-
taken for the realised ex-
change

Exceptions become a
second ungoverned sys-
tem

Signature or renewal be-
comes proof of value

Who owns the metric?

What scope change opens
review?

What boundary constrains

access?

Which term needs approv-
al?

Who authorises it, and for
how long?

What observation permits
change?

What evidence retires the
design?

Author's synthesis grounded in Simon (2015), Sundararajan (2004), Zbaracki et al. (2004), and Sousa and Bradley (2008). All labels, failure conditions, and
owner-trigger logic are synthetic; no current operating or market data is shown.

A bundle is a combined promise, not a discount on a list

A bundle is often described as several line items with one lower number. That description misses the operating
decision. Combining components changes what the customer believes it has bought, what the provider must co-
ordinate, and which component is expected to absorb an exception. A bundle therefore needs a delivery bound-
ary of its own.

This is different from a tier. A tier moves a customer between levels of one architecture. A bundle composes sever-
al modules, entitlements, or services into one offer. It is also narrower than the pricing architecture itself, which
includes the value metric, offer, access, terms, realised exchange, authority, change, and review. The bundle is the
place where those layers meet in a particular promise.

Simon treats bundles, additional services, discounts, and negotiated terms as distinct dimensions of price rather
than as one number (Simon, 2015). Zbaracki and colleagues show that a price change also carries information, de-
cision, communication, and negotiation work, with the measured cost structure belonging to one industrial set-
ting (Zbaracki et al., 2004). Kienzler and colleagues show in scenario-based plan-choice research that the usage
range and context presented to purchasing professionals can affect plan choice (Kienzler et al., 2021). Urbany and
colleagues show that a cost justification can affect perceived legitimacy in a fairness experiment, which is a fair-
ness setting, not a legal rule or a bundle-performance benchmark (Urbany et al., 1989). These findings support
making the comparison and burden visible, not the claim that bundles always win.
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The bundle boundary can be written in five rows. First, name the component and its customer-facing job. Second,
state the combined promise that exists only because the components are sold together. Third, name the work,
risk, coordination, capacity, or support burden that the combination creates. Fourth, state the allocation rule:
which component carries shared cost, and what is intentionally cross-subsidised? Fifth, name the exception au-
thority, review date, and exit condition. A blank field is not an invitation to invent a discount. It is a sign that the
bundle is not yet an auditable offer.

The test is not whether the bundle has a discount. The test is whether the customer can understand the promise
and the provider can deliver it without an unowned service obligation. If the bundle needs a recurring exception
to remain attractive, the exception is part of the bundle design. If a component has no owner for its burden, the
combined price hides cost rather than sharing value.

Table 2 The bundle promise and delivery boundary

COMPONENT COMBINED PROMISE COST-TO-SERVE ALLOCATION RULE EXCEPTION OR EXIT
DRIVER

What module, What exists only because What work, risk, Which component Who can approve an

entitlement, or the components are sold capacity, or carries shared cost or exception, and when

service isincluded? together? coordination does the cross-subsidy? does the bundle end or
bundle create? change?

Blank fields are design work. The bundle is not ready until promise, burden, allocation, exception authority, and exit

condition are named.

Author's bundle decision worksheet grounded in Simon (2015), Zbaracki et al. (2004), Kienzler et al. (2021), and Urbany et al. (1989). All fields are synthet-
ic; no current bundle data is shown.

How can contract tier menus disguise unintended operating com-
mitments?

Sundararajan’s formal model makes one point clear. For information goods, the seller can consider a fixed-fee
contract, a usage-based contract, or a combination. Usage-based design can carry transaction costs because us-
age must be measured, administered, reported, and sometimes disputed (Sundararajan, 2004).

The model’s central result is concise: “the optimal pricing strategy for information goods is almost never fully re-
vealing” (Sundararajan, 2004). This is a model result under stated assumptions, not a universal instruction to hide
prices or prefer one charging basis.

Under the paper’s assumptions, adding a fixed-fee option to an existing usage schedule can improve the seller’s
result (Sundararajan, 2004). This is a model result, not a universal recommendation. The paper analyses informa-
tion goods and specifies usage, customer types, and production costs formally. A physical service, regulated ex-
change, or high-touch delivery model can have different conditions.
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The architectural lesson is broader. Every additional price dimension creates a measurement and communication
requirement. Usage pricing needs a counted unit, verification, exception rule, and customer-effort boundary. A
fixed fee needs a clear entitlement boundary. A combination needs a legible boundary between certainty and
variable exposure.

Evaluate a pricing model against the evidence and service boundary around it, not only its formula. A simple for-
mula charging the wrong unit is not simple, and a detailed meter that cannot be audited is not sophisticated.

Why is international pricing a systemic balance rather than a cur-
rency conversion?

The cross-market boundary widens the same problem. Sousa and Bradley’s export-venture study measures price
strategy through discounts, margins, credit, and payment security, not a single list-price change (Sousa & Bradley,
2008). The 2008 export study uses 301 usable questionnaires from Portuguese exporters and reports
cross-sectional associations among environmental differences, price adaptation, and export performance (Sousa
& Bradley, 2008).

Those findings do not tell a current firm to standardise or adapt its prices. The source is a working paper with a
bounded sample, and cross-sectional association does not establish a future result. It does show why a
cross-market architecture needs more than a currency field.

For each market, ask which layer is changing: tax or currency, credit or payment security, channel margin, dis-
count policy, service promise, or legal term. If the answer is simply local price, the architecture has hidden the
reason. The global-price article owns the standardisation decision. G04 owns the record that makes its compon-
ents visible.

Where do organizational interfaces create pricing governance
breakdowns?

Most pricing failures occur between the layers rather than inside one box.

Metric and promise. A metric can be observable without representing the value a buyer seeks. Test whether the
unit is explainable to the authorising role and whether another unit would change the decision. Do not call it
value-based merely because it is named after a benefit.

Promise and access. A package can describe an attractive outcome while its limits stay invisible. Write the entitle-
ment operationally: what may the buyer request, what is outside the promise, and what happens at the bound-
ary? Without an access rule, service work becomes an exception.

Access and cost to serve. The entitlement consumes people, systems, capacity, risk, and coordination. The cus-
tomer P&L with a cost boundary owns the accounting object. G04 asks whether the burden was visible when the
entitlement was created and what event would reopen the review.

Terms and pocket price. A discount or credit may be intentional, but it should not disappear from the
realised-price bridge. Record its reason, unit, duration, authority, and relationship to the promise. A negotiated
exception is an architecture observation, not merely a deviation.
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Authority and review. A person can approve an exception without owning the evidence that would justify a system
change. Name both. The dynamic-pricing route owns trigger, constraint, explanation, and outcome control. G04
asks whether that change is connected to authority and review.

How should pricing leaders conduct a synthetic architecture stress
test?

Consider a generic information service with a fixed access component and a usage component. This is an illustrat-
ive design, not a recommendation or a model of a current business.

First, define the access promise. Does the fixed component buy a named entitlement or only eligibility to use the
service? Next, define the usage event: a request, period, completed output, or something else. Then state the
boundary for disputed usage, paused access, or an exceeded service window.

Test the commercial bridge. Which terms affect the pocket price? Can a credit offset a failed service condition?
Can a negotiated discount change without changing the entitlement? Who approves the exception, and which re-
cord shows that the system still means the same thing afterwards?

Finally, define the review. Distinguish usage, delivered access, service burden, buyer interpretation, and outcome.
High usage may show activity, not value; renewal may show continuation, not delivery. The test is complete when
each observation has an owner and a decision consequence.

Which five commercial integrity tests must precede any price revi-
sion?
The architecture can be reviewed without producing a single composite score.

1 Measurement test. Can the seller and buyer identify the same unit, event, period, and dispute rule?

2 Promise test. Does the offer state what is included, excluded, and conditional without requiring the list price
to carry the explanation?

3 Pocket-price test. Can the realised exchange be reconstructed from the reference price, adjustments, terms,
and declared unit?

4 Authority test. Is it clear who may change the metric, offer, term, discount, or exception, and what communic-
ation follows?

5 Review test. What observation would confirm the design, narrow the claim, constrain the promise, or retire
the architecture?

If one test fails, the answer is not automatically a higher price. The failure may be a missing metric boundary, an
overloaded entitlement, an unpriced service burden, a hidden term, or an absent review owner. Architecture
makes those possibilities visible before the system turns a design gap into a negotiation problem.
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Where are the empirical limits of commerecial pricing architecture
research?

The evidence supports distinctions, not a universal pricing architecture. Simon’s book provides a practical ac-
count of price dimensions. Sundararajan’s result is formal and specific to information goods under stated as-
sumptions. Zbaracki and colleagues study one industrial manufacturer and its customers. Sousa and Bradley
study Portuguese exporters in a bounded working-paper sample. None establishes the best value metric, the right
fixed and usage-based balance, a universal discount policy, or a portable price-change cost.

The architecture map is deliberately modest. It asks whether the system can explain its own number. It separates
charging basis from value proof, offer from access, list price from pocket price, authority from outcome, and
change from unrecorded exception. Those separations make a decision more testable without pretending that
the map is validated in every market.

Pricing architecture is reviewable when the number can be traced through metric, promise, entitlement, terms,
adjustments, authority, and evidence. Until then, the price list is only the visible edge of the system.
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