
Deal Compass
Turning commercial judgement into a governed,

reusable product capability.

Role  ·  Product Design & Strategy     Duration  ·  —     Context  ·  Internal enterprise product

Multi-quarter programme across segmentation, in-flow guidance, and commercial reporting.

Cross-functional with pricing leadership, commercial ops, data, and sales.



The situation.

Large B2B organisations have to balance three things that pull in different directions: commercial growth, pricing 

consistency, and governance. In practice, neither individual sales judgement nor static rule-based pricing closes 

the gap between them. Segmentation is inherited and broad. Discounts are set once and rarely revisited. 

Decisions fragment across roles with different incentives and no shared reference points. And once decisions are 

locked in, outcomes aren't tracked — so learning doesn't compound.

The scope: thousands of enterprise customers across multiple regions and pricing models. I led product on both segmentation 

and Deal Optimisation, working with design, data, and commercial ops as the core team.

The problem wasn't people making bad decisions.

It was structures forcing trade-offs without shared logic.



Treat segmentation as a product,

not a calculation.

The easy path would have been to build segmentation as an internal analytical 

output for a single pricing use case. Instead, I argued for designing it as a reusable 

product asset with its own lifecycle, governance, and contract with downstream 

consumers. Everything else — recommendations, reporting, in-flow guidance — 

composes on top of that foundation.

This wasn't the obvious path. The pull from stakeholders was to ship a calculation for one 

use case, fast. Reframing it as a product asset meant slower delivery and more upfront 

governance — but everything that came after depended on that bet.
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How segmentation is designed.

Customers are described by a small set of attributes, each answering one question about how they behave or 

what they're worth.

Every attribute follows the same pattern:

measured

value

→ business-

meaningful

categories

→ thresholds

validated

through EDA

→ agreed with

stakeholders

before use

Example: geographic footprint — a single-site customer is a different commercial proposition than a twelve-country one, even at 

identical volume. Defining the threshold meant arguing about what counts as concentration in a portfolio with both retail and 

industrial profiles. That argument, once settled, lives in the model permanently.

Because each layer is independent, thresholds, scores, and mappings can each evolve without redesigning the whole 

model.



One calculation, two outputs.
Each with a different audience and a different job.

TRANSPARENCY OUTPUT

Full detail.

Customer IDs, attributes, categories, scores, segment 

assignment. Built for analysts and stakeholders 

reviewing a cycle. It answers why.

OPERATIONAL OUTPUT

Minimal, purposeful.

Customer, sub-segment, and recommended pricing 

constructs. Built for downstream systems. Internal scoring 

logic is hidden — preventing misuse of intermediate 

calculations. It answers what.

Engineering wanted one output, simpler to maintain. Commercial wanted the full output exposed everywhere. The split protected 

each audience from the other's concerns — and made each output safe to evolve independently.



SEGMENTATION HEALTH — DEEP DIVE

12 sub-segments across Strategic, Priority and Development — customer count, volume, margin, and movement between segments. Reviewed and 

approved before each cycle is released downstream.



Lifecycle and governance.

Segmentation runs as a cycle-based process, not an on-demand calculation.

Each cycle has a fixed cadence with anchor dates that keep comparisons consistent. Rolling data windows prevent 

short-term volatility from skewing classifications. Multiple recalculations are allowed within a cycle — but only one 

becomes the official effective version, released after a formal review gate.

CHANGE TIERS

Structural

New attributes, scoring logic. Applied forward 

only — no retroactive restatement.

Non-structural

Threshold tweaks, overrides. Cycle-bound — 

applied to the current cycle only.

Exceptional

Renaming, restructuring. Requires an explicit 

decision; historical impact understood before 

proceeding.

We learned to defend this tiering early. The first attempt to 'just rename a segment' turned out to require the exceptional path — the historical 

cost of that change was the lesson that hardened the model.



Deal Optimisation.

For each customer, the system combines sub-segment, customer type, and current pricing model to recommend a pricing 

model and a rebate. Pricing model recommendations come from a business-maintained mapping table. Rebate 

recommendations are derived from aggregated historical rebates — reviewed and owned by commercial ops, not 

generated by a black box.

Guidance, not enforcement.

Recommendations are shown transparently. Sales users can deviate — but must acknowledge and justify. Approval 

authority and delegation rules are untouched. The system informs; it doesn't decide.

Sales leadership made it clear: any system that blocked deals would be ignored or routed around. 'Guidance, not enforcement' 

wasn't a design preference — it was the only path to adoption.



GUIDANCE IN CONTEXT

The deliberate choice: don't build a new interface. Surface guidance where decisions are already being made — inside the existing deal and rebate 

profitability tool. Three nudges: pricing model recommendation, rebate drift alert, profitability threshold alert. Nothing blocked; nothing 

auto-applied.



DEAL OPTIMISATION PERFORMANCE

Closing the loop: adoption rate over time, deviation reasons, margin impact by segment, and rebate drift by pricing model. Commercial leadership 

uses this to track whether the guidance is landing — and to evolve the recommendation logic accordingly.



What I'm carrying forward.

The instinct to ask 'what's the contract this product offers downstream?' before designing the product itself.

Treating governance not as a control layer but as a feature with its own UX.

The discipline of separating outputs by audience, even when one output would be cheaper.

The willingness to fight for a slower foundation when the fast version would compound debt.

Putting guidance where decisions are already happening — not where it's architecturally tidy.


