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the pitfalls of

managing in excel

However, managing pricing manually in Excel without
dynamic tools, especially in periods of fluctuating costs
and rapidly changing market conditions, is often seen
as costly and inefficient for several reasons. Here are

some commonly cited issues:

1. time and labor intesive

Manual pricing in Excel requires significant time and
effort, as pricing teams must regularly gather, input,
and update data. This process is slow, increasing the
chance of errors and making it difficult to respond to

market or cost changes quickly.

2. higher risk of errors

Excel is prone to errors, especially when complex

calculations or large datasets are involved. Even minor
mistakes in formulas or data entry can lead to pricing
inaccuracies, potentially resulting in lost revenue or

profit margins.

3. inability to react quickly

to cost changes

When costs increase, companies relying on static,
Excel-based pricing may miss opportunities to adjust
prices in real-time. Without dynamic adjustments,
companies may absorb higher costs instead of passing

them on to customers, which erodes profit margins

4. lack of scalability

As companies grow or markets become more volatile,
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managing pricing manually becomes unsustainable.
Excel-based pricing lacks automation, which limits
scalability and creates bottlenecks in pricing updates

across multiple products or markets.

5. missed profit opportunities

Static pricing often fails to capture value, as it doesn't
account for demand fluctuations or customer
willingness to pay. This means companies can miss
out on premium pricing opportunities in high-demand

periods and over-discount in low-demand ones.

6. poor dataintegration
and limited insights

Dynamic pricing tools are typically integrated

with other data sources (like ERP, CRM, and market
data), allowing for real-time insights. Excel lacks this
integration, making it harder to track competitor prices,
market trends, and demand shifts that inform optimal

pricing decisions.

7. increased costs from inefficiencies

The manual process often leads to inefficiencies in
price setting and change management, which can
increase operational costs. This also delays decision-
making and limits pricing responsiveness, affecting

customer satisfaction.

8. data governance and compliance

Managing pricing workbooks in Excel often results in

poor data governance due to the lack of version control
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and audit trails. Pricing files are frequently shared via
email or network drives, leading to multiple versions
and confusion over which is the true “master” file.
This creates risks of conflicting edits, inaccurate data,
and time-consuming reconciliations. Furthermore,
Excel’s limited ability to track changes or enforce
approvals means that edits and decisions are often
undocumented, creating compliance challenges—
especially in regulated industries or organizations
with strict governance requirements. Without a
centralized system for managing changes, companies
face increased risks of errors, inefficiencies, and non-

compliance.

9. security & access

Pricing data is often highly confidential, yet Excel files
may be widely shared or insufficiently protected.
Without adequate access controls, encryption,

or permission structures, it becomes easier for
unauthorized individuals to view or alter sensitive

information, posing both legal and competitive risks.

10. process complexity &
manual maintenance

Managing large datasets and complex pricing logic
manually can quickly become cumbersome. The need
for constant formula checks, repeated data entry,

and frequent file handoffs adds layers of complexity,
slowing down the process and draining resources. Over
time, these manual workflows become increasingly

difficult to maintain or scale.
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where companies
often get it wrong

Many organizations rely on Excel for B2B pricing simply
because it's already installed and feels familiar—

but that familiarity often leads to complacency. A
surprising number of teams fail to use core features
that significantly reduce manual effort and mitigate
risk. For instance, they may neglect data validation,
allowing error-prone entries to go unchecked, or skip
advanced data retrieval methods in favor of copy-
paste processes that consume time and introduce
costly inconsistencies. Version control is frequently
managed through emailed attachments or local file
shares, causing confusion over which file is the true

“master” and risking major pricing inaccuracies.

These oversights become glaring when cost inputs
change or new product lines are introduced. Without
protected cells and structured references, even

small formula edits can snowball into large-scale
pricing errors. Failing to enable real-time collaboration
multiplies redundant copies of the same workbook,
making it even harder to maintain consistency and
accuracy. Compounding the issue, many companies
treat their Excel pricing files as if they were full-fledged
enterprise systems, yet fail to provide the governance,
maintenance, or user training typically devoted to an

ERP or other critical applications

ultimately, if you're relying on excel
for pricing but haven’t adopted
best practices—such as automated
workflows, robust security
measures, or advanced modeling
and analysis approaches—your
organization is at significant risk.

Beyond immediate data inaccuracies and slow
response times, this also means missing out on the
broader opportunity to capitalize on more dynamic,

value-based pricing strategies.

Another missed opportunity is the inability to leverage
advanced analytics and Al-driven insights, which are
standard in modern pricing tools. Automated systems
can predict customer behavior, such as willingness

to pay, by analyzing historical sales data and market
trends. They also provide real-time scenario modeling,
helping businesses understand how price adjustments
will affect demand, margins, or market share. Without
these capabilities, companies relying on static Excel-
based pricing are left reacting to market changes
rather than proactively optimizing for profitability. This
gap not only limits revenue potential but also places
businesses at a strategic disadvantage compared to

competitors using data-driven, dynamic pricing tools.
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overpricing, resulting in lost revenue or customer this could mean $1.5 million to $4 million in missed
attrition. Industry benchmarks show that Excel- revenue by failing to capitalize on dynamic pricing
based errors can cost companies between $100,000 opportunities.

and $500,000 per year, depending on the scale of

operations and frequency of mistakes. 6 operational inefficiencies

The time required to manually update prices can slow

5. missed revenue from demand- decision-making, impacting the ability to respond to

based opportunities market changes and hurting customer satisfaction.
Businesses using static pricing often miss high- This inefficiency can increase operational costs by
demand opportunities, which can lead to 3% to 8% 5% to 15%, especially in high-volume or high-SKU
revenue losses annually. For a $50 million business, environments.

Summary Example
for a company with $100 million in annual revenue,
these costs could conservatively total

lost profit from margin erosion $400,000 to $800,000

labor inefficiencies $24,000 to $40,000 per analyst

missed demand-based revenue $3 million to $8 million

error-related costs $100,000 to $500,000
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the risk of inaction

While transitioning from Excel to specialized

pricing tools involves upfront costs for training,
implementation, and system integration, the risks of
inaction can be far more detrimental to long-term
success. Businesses that continue relying on Excel for
pricing face mounting inefficiencies, limited scalability,
and significant strategic disadvantages as competitors

adopt more advanced solutions.

One of the greatest risks is falling behind in pricing
agility. In today’s fast-moving markets, dynamic pricing
capabilities allow companies to adjust prices in real-
time based on cost fluctuations, demand patterns, and
competitive shifts. Without this agility, organizations
using Excel are often left reacting to market changes
too late, eroding both margins and customer trust. For
example, if costs rise unexpectedly, Excel users may
delay adjustments, absorbing losses instead of passing
costs along to customers in a timely manner. Similarly,
static pricing can fail to capture demand spikes,
missing opportunities for premium pricing and leaving

revenue on the table.

Reliance on Excel also heightens operational risks as
pricing complexity grows. With an increasing number
of SKUs, customer-specific agreements, and channel-
based pricing strategies, manual processes become
harder to manage. This complexity not only increases
the likelihood of costly errors but also creates
bottlenecks that slow decision-making. Over time,
these inefficiencies compound, resulting in higher labor
costs, reduced responsiveness, and lost competitive

advantage.

Delaying the transition also risks reputational damage.

Compliance requirements and customer expectations

for transparency are stricter than ever. Without audit
trails or robust security, businesses face penalties,
legal repercussions, or the loss of key clients—risks that

modern pricing tools are designed to mitigate.

Finally, inaction poses a strategic risk: as competitors
adopt automated pricing tools, they gain access

to predictive analytics, Al-driven insights, and real-
time market data—advantages that drive revenue

and margin growth. Companies that continue

using Excel will increasingly find themselves at a
disadvantage, unable to compete on speed, precision,
and profitability. The cost of falling behind in pricing
technology adoption can be far greater than the

investment required to modernize.

In short, while transitioning to a specialized pricing
solution may feel disruptive in the short term, failing to
act can lead to inefficiencies, revenue loss, and eroded
competitiveness in the long term. Businesses should
evaluate not only the cost of transitioning but also the
significant risks associated with remaining stagnant in a

dynamic, data-driven pricing environment.
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conclusion

Despite competition from Al-powered tools and
advanced data platforms, Excel is unlikely to fade into
obsolescence anytime soon. Instead, we are more likely
to witness a balanced coexistence between Excel and
specialized price optimization software. For simple

to moderately complex tasks, Excel's accessibility,
versatility, and ongoing improvements make it an
indispensable tool. However, as businesses grow and
refine their pricing practices, they require capabilities
beyond Excel and are turning to price management
and optimization tools.

Looking forward, Excel is poised to evolve in response
to modern demands, integrating Al and machine
learning capabilities to enhance its functionality while
maintaining accessibility for non-technical users. It
may lose traction in certain specialized niches, and it
cannot replace the speed and inter-operability of full

integration pricing software.

In an era of rapid advances in Al and machine learning,

Excel’s resilience lies in its broad user base, regular
updates, and adaptability. While specialized pricing
platforms for real-time analytics and advanced

data visualization are gaining momentum, Excel will
likely remain a staple in corporate environments.
Instead of becoming obsolete, Excel will coexist with
advanced platforms, bridging traditional spreadsheet

functionality and modern analytics solutions.

Now is the time for businesses to assess whether their
current pricing practices can meet the demands of
today’s dynamic market conditions. If your organization
relies on Excel for pricing, consider the inefficiencies,
risks, and missed opportunities discussed in this paper.
Tools like those offered by Zilliant can help you move
beyond manual processes, enabling more accurate,
scalable, and profitable pricing strategies. By investing
in modern pricing solutions, you can position your
business for growth, increase agility, and stay ahead in
an increasingly competitive landscape.
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Zilliant helps businesses put pricing at the heart of
their business by managing the entire pricing lifecycle
with leading CPQ, price management & optimization,
and Revenue Intelligence applications. Zilliant's data
science, cloud-native software and passion for
customer success deliver the highest ROI, fastest
time to value and highest customer satisfaction. For

more information, please visit Zilliant.com

matthew knaggs

stephan liozu

Stephan Liozu Ph.D. is Chief Value Officer at Zilliant. He brings over
20 years of experience in pricing, innovation and value management.
A highly accredited expert in the global pricing landscape, he is the
accomplished author of over 15 pricing books, including “Pricing—The
New CEO Imperative” (2021) and “Value-based Pricing: 12 Lessons to

Make Your Transformation Successful” (2024).



https://zilliant.com/
https://zilliant.com/
https://zilliant.com/

