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Buyer-Signal Price Testing &
Packaging

A systematic framework for testing pricing and packaging decisions through observable
buyer behavior—not opinions, assumptions, or guesswork.

( nY
Tingom Group | FlowOps360™ ) El,
TingomGroup



Tingom Group | FlowOps360™

@ FOUNDATION

Why Traditional Price Testing Fails

What Most Teams Call "Testing"

Most businesses claim they've tested pricing, but what they've actually
done is collected opinions. They've asked customers what they think,
surveyed prospects about preferences, or debated internally about what
"feels right." This approach produces endless discussions, conflicting
feedback, and decisions based on whoever speaks loudest in the room.

The fundamental problem: customer opinions about price rarely match
their actual buying behavior. People say they want lower prices, but often
choose premium options when the value is clear. They claim features
don't matter, then abandon deals when those features are missing.

The Buyer-Signal Alternative

This template exists to help teams test prices and packages by observing
what buyers actually do—the deals they choose, how quickly they close,
where they get stuck, and what makes them expand. When you measure
behavior instead of feedback, patterns emerge that opinion-based

research misses entirely.

This approach brings discipline to emotional pricing debates. It replaces
assumptions with evidence and creates a foundation for confident
decisions. Most importantly, it reveals whether pricing friction comes
from the number itself or from unclear value—a distinction that changes

everything about how you respond.
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Who This Framework Serves

B2B Service Businesses

Companies selling expertise, advisory
services, or ongoing support where value is
complex and pricing must reflect outcomes,
not just hours or deliverables.

Recurring Revenue Models

Businesses with subscription, retainer, or
packaged offerings where pricing decisions
compound over time and small
improvements create significant revenue
impact.

Founders Refining
Strategy

Leadership teams moving from guesswork

to evidence-based pricing, especially when
facing pressure to discount, unclear buyer

responses, or internal disagreement about
value.

Originally created for use by a Fractional CFO helping leadership teams understand whether pricing challenges stem from the price itself or from how
value is communicated. The framework has since been adapted across professional services, SaaS implementations, and complex B2B offerings where

buyer behavior reveals what surveys cannot.

Tingom Group | FlowOps360™

© 2026 Tingom Group, LLC

[ )
)
TingomGroup



(&9 NON—NEGOTIABLE)

How to Use This Template: The Rules That Make
Testing Valid

Buyer-signal testing only works when you follow discipline that most businesses skip. These aren't suggestions—they're the minimum requirements for

generating insights you can actually use.

01 02 03

Test One Variable at a Time Measure Buyer Behavior, Not No Decisions Without Signals

Change the price OR change the package scope Feedback Require observable behavior change before

OR change the positioning—never all three Watch what buyers choose, not what they say making pricing decisions. If you test a new
simultaneously. When you change multiple they'll choose. Track which packages they select, Package structure and buyer behavior stays
variables, you cannot isolate what caused the how quickly deals close, where they hesitate, identical, the test failed—or the change was too
behavioral shift. If buyers respond differently, and what objections actually stop forward subtle to matter. Don't adjust pricing based on
you won't know whether it was the price point, movement. Ignore satisfaction surveys and hunches, even educated ones.

the new features, or how you described the pricing preference questions—they generate

outcome. noise, not signals.

[ Critical Principle: If buyer behavior does not changeg, the test did not work. Unchanged behavior means either your hypothesis was wrong, the
change was too small to register, or you're measuring the wrong signals. Return to the design phase rather than proceeding with interpretation.
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SECTION 1

Establish Your Baseline: Current Offer Snapshot

Before testing anything, document exactly what you're selling today. This baseline becomes your control group—the reference point that makes change
measurable. Without a clear baseline, you can't determine whether behavior shifted because of your test or because of seasonal factors, market

conditions, or random variation.

What to Document Example: Fractional CFO Service
Package Name: Fractional CFO Core
Element What to Capture
Price: $8,000/month
Package name Exact label you use with buyers
What's Included: Monthly reporting, rolling forecasts, ad
Price Stated price (monthly, project, annual) hoc advisory access
What's included Specific deliverables and scope Primary Buyer: $5-20M revenue service businesses
Outcome Promised: Financial clarity for leadership
Primary buyer Revenue range, role, or company profile .
decisions
Outcome promised Result the package is designed to
deliver
Keep this clinical and factual. Resist the urge to editorialize or explain why things are
structured this way. The baseline exists to establish facts, not defend decisions.
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SECTION 2

Design Your Test: What You're Actually Changing

Effective tests require clear hypotheses about buyer behavior—not vague hopes that "something will improve." Each test should predict specific,
observable changes in how buyers respond, decide, or move through your process.

Define the Variable Predict Behavior Change Set a Timeframe

State precisely what you're changing. Write a hypothesis that describes Determine how long you'll run the test

"Testing pricing" is too broad. "Adding a observable buyer actions. Bad: "Buyers will before evaluating. Sixty days typically

premium tier at $15K/month with strategic like the new tier." Good: "Buyers will provides enough deal volume to see

advisory" is specific enough to evaluate. choose the higher tier when leadership patterns without waiting so long that
outcomes are explicit." market conditions shift.

Fractional CFO Example: Test Design

Test # Variable Changed Hypothesis (Buyer Behavior) Timeframe
1 Added "Strategic CFO" tier at higher Buyers will choose the higher tier when leadership 60 days
price point outcomes are made explicit and distinct from

operational support

2 Simplified Core package scope to focus Fewer included options will reduce decision friction and 60 days

on reporting only shorten time to close

Notice both hypotheses predict buyer behavior, not internal outcomes or revenue targets. The test succeeds or fails based on whether buyers behave as

predicted.

[ nY
Tingom Group | FlowOps360™ © 2026 Tingom Group, LLC ) \‘;5
TingomGroup



SECTION 3

Buyer Signals Observed: The Core of the Framework

This is where opinion-based pricing dies and evidence-based decisions begin. Buyer signals are observable behaviors that reveal what customers
actually value, where they get stuck, and what drives their choices. Everything else is noise.

The Buyer Signals Matrix

Track these specific behaviors across every deal during your test period. Patterns emerge when you observe at least 5-10 deals—fewer than that and
you're measuring randomness, not buyer response.

Buyer Signal What to Observe

Package selected Which tier or option did buyers choose? Did they consistently pick one

over another?

Time to close How long from first conversation to signed agreement? Did this shorten
or extend?

Discount requests How often did buyers ask for price reductions? Did frequency or size
change?

Objection type What specifically made buyers hesitate? Price, timing, scope, unclear
value?

Drop-off point Where in the sales process did deals stall or die? Proposal stage?

Contract review?

Expansion/upsell Did buyers add services or upgrade within the first 90 days?
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Fractional CFO Example: What the Signals Revealed

Observed Behavior Changes e Drop-off Reduction

° package Selection Fewer deals stalled after proposal stage—buyers either moved
forward or disqualified themselves earlier in the process
Higher-tier "Strategic CFO" option chosen in 5 of 7 qualified deals,
despite 87% higher price than baseline Core package . .
P > higherp backag  Expansion Signal
e Time to Close One client upgraded from Strategic to full-time CFO placement within

first 90 days—indicating the tier worked as an entry point
Average sales cycle shortened from 6 weeks to 4 weeks when

outcomes were explicitly tied to leadership decisions

[J Direct Buyer Language

e Discount Requests "This makes sense now—we need decision support, not just

reports. The Core package felt like accounting, but Strategic

D f ing i % of ls to less than 15%—
ropped from appearing in 60% of deals to less than 15%—buyers ek e whenwe esualy e

stopped negotiating on price when value clarity improved

° Objection Type Shift These aren't satisfaction scores or survey responses. They're behavioral
signals that showed up consistently across multiple deals, making them
Primary objection changed from "price is too high" to "timing isn't reliable indicators of how buyers perceived value.

right yet"—a signal of perceived fit, not value resistance
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SECTION 4

Extract Insights: What the Signals Actually Mean

Insights are where you interpret patterns—but only when supported by at least two independent buyer signals. This constraint prevents you from
building stories around single data points or confirmation bias. If only one signal supports your conclusion, you're probably seeing noise.

7 Q &%

Pattern Identification Multi-Signal Validation Actionable Conclusion
Review the buyer signals matrix for consistent Confirm each insight with at least two State what the pattern suggests about buyer
themes across multiple deals different behavioral indicators preferences and value perception

Fractional CFO Example: Supported Insights

Insight #1 Insight #2

Buyers responded to clearer leadership outcomes, not lower pricing. Simplified scope reduced friction but didn't improve close rates.
Supporting Signals: Supporting Signals:

e Higher-tier selection increased despite price premium o Time to close remained unchanged for simplified Core package
¢ Discount requests dropped dramatically e Drop-off rate stayed consistent

*  Objection type shifted from price to timing Two signals suggest scope simplification had minimal impact—suggesting

Three independent signals point to the same conclusion: value clarity the original friction wasn't about complexity.

mattered more than price optimization.
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Tingom Group | FlowOps360™ © 2026 Tingom Group, LLC

.
TingomGroup



Make the Decision: What Changes Based on Evidence

Every buyer-signal test must end with a clear decision about what you'll keep, change, or stop. Indecision after testing is worse than not testing at all—it
means you've spent time gathering evidence but lack the discipline to act on it.

Keep Change Stop

Premium "Strategic CFO" tier remains Refine Core package messaging to Discontinue default discounting practices.
permanent. Buyer signals demonstrate emphasize operational vs. strategic Signal evidence shows discount requests
consistent preference when outcomes are distinction. Simplified scope didn't improve decreased when value was clear, indicating
explicit. Pricing holds without discount results, suggesting messaging—not previous discounts were compensating for
pressure, and selection rate validates the complexity—needed adjustment. unclear positioning, not genuine price
positioning. sensitivity.

[J Critical Decision Principle: If buyer signals are mixed or contradictory, label results as "directional only" and extend the test period. Never
make permanent changes based on ambiguous evidence.
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Confidence Check: Did Your Test Actually Work?

Before acting on any insights, verify your test met the minimum standards for reliability. This guardrail prevents you from making decisions based on

incomplete data, flawed methodology, or wishful thinking disguised as analysis.

Single Variable Testing
Did you change only one variable at a time?

If you adjusted price AND scope AND messaging simultaneously, you
cannot isolate what caused behavioral changes. Return to test design
and rerun with proper controls.

Pattern Validation

2

Behavioral Evidence
Did buyer behavior actually change?

If signals remained identical to baseline, either your hypothesis was
wrong or the change was too subtle to register. Don't proceed to
insights without observable behavioral shifts.

Decision Clarity

Do multiple deals support the pattern? Did you reach a clear decision about what to do next?

One or two deals showing a signal isn't a pattern—it's anecdotal. Testing without deciding is analysis paralysis. If you can't state what

Require at least 5-7 deals before claiming a reliable finding. you'll keep, change, or stop, the test framework failed.

If Any Answer Is "No"
[  When to Stop: If you run three

Label your results as directional only—meaning they suggest a trend but lack the rigor to support consecutive tests and none

permanent changes. Use directional insights to inform the next round of testing, not to justify immediate produce behavioral change, the

pricing adjustments. problem isn't your pricing—it's
) ) o ) ) ] ) ) likely positioning, market fit, or
Directional insights are still valuable. They help you form better hypotheses, identify which signals to lead qualit

uality.
watch more closely, and avoid blind spots in your testing approach. But they're not sufficient for making i y

changes that affect revenue, positioning, or long-term strategy.
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() CASE STUDY

Practical Application:

The Situation

A mid-sized professional services firm believed price was
blocking growth. They were consistently losing deals to
competitors with lower rates and assumed they needed
to reduce pricing to compete. Internal debates became
emotional—some argued for discounting, others insisted
on holding firm, but no one had evidence.

The Fractional CFO introduced buyer-signal testing to
replace opinions with observable behavior, focusing on
what buyers actually chose rather than what they
claimed to value.

Tingom Group | FlowOps360™

The Fractional CFO Client Story

What Buyer Signals Revealed

Higher Prices Closed Faster

When outcomes were made explicit
and tied to strategic leadership
decisions, premium-tier deals closed in
30% less time than baseline—despite
being 87% more expensive. Buyers
weren't price-sensitive; they were
value-clarity sensitive.

Lower Packages Increased
Friction

The entry-level package generated
more objections, longer sales cycles,
and frequent scope creep after close. It
attracted buyers focused on cost
minimization rather than outcome
achievement, creating misalignment
from the start.

Discounting Was
Compensating for
Positioning

When value became clear, discount
requests dropped from 60% of deals to
under 15%. The firm had been using
price concessions to overcome unclear
differentiation, not genuine buyer price
sensitivity.

The Result

The firm simplified packaging to two tiers, raised average deal size by 40%, and reduced
discounting to rare exceptions. Revenue per deal increased while sales cycle duration
decreased. Most critically, they replaced internal pricing debates with evidence-based
decisions, reducing friction within the leadership team.
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The Core Principle: Behavior Reveals Value

Customers reveal what they value through behavior, not feedback. This principle Why This Approach Works
separates effective pricing strategy from endless opinion collection. When you

ask buyers what they want, they optimize for lower cost because the question  Eliminates Bias: Behavior can't be influenced by how you ask
itself frames price as the variable. When you observe what they choose, you see the question
the full decision matrix—price relative to outcomes, clarity, risk, and alternatives. e Reveals True Priorities: Choices expose what buyers actually

. . . . . ) ) value under real constraints
Pricing tests fail when teams listen to opinions instead of watching choices.

Feedback tells you what people think they should want. Behavior tells you what * Enables Confidence: Decisions backed by behavioral

they actually prioritize when forced to decide with real consequences. evidence reduce internal debate
e Compounds Over Time: Each test builds understanding of

This distinction matters because most businesses over-index on survey data, .
buyer psychology and value perception

focus groups, and advisory boards—all of which generate articulate, confident

opinions that rarely predict actual buying behavior. Buyer-signal testing forces » Prevents Discounting Traps: Shows when price objections

discipline: if behavior doesn't change, your hypothesis was wrong. mask unclear value

[ The businesses that grow sustainable pricing power
aren't the ones with the best surveys—they're the ones
that watch behavior, form hypotheses, test
systematically, and decide based on evidence.
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Before You Move On

If you've worked through this framework—documenting your baseline, designing behavior-focused tests, tracking buyer signals across real deals, and
reaching evidence-based decisions—you've done something most teams never attempt. You've replaced pricing guesswork with observable buyer
behavior. That effort matters, regardless of what the signals revealed.

What This Tool Was Meant to Do

This template exists to bring discipline to pricing decisions by focusing on what buyers actually do, not what they say. It was designed to help you
identify whether pricing friction comes from the number itself or from unclear value—a distinction that changes everything about how you respond. This
is a clarity tool, not a pricing calculator. It doesn't tell you what to charge. It shows you what buyers reveal through behavior.

A Note on Unclear or Incomplete Results

If your signals are mixed, contradictory, or reveal no behavioral change, that's not failure—it's information. It might mean your test wasn't isolated
enough, your sample size was too small, or the variable you changed didn't matter to buyers. It might also mean the real friction is upstream:
positioning, lead quality, or market fit. Unclear results often indicate you're solving the wrong problem. That's valuable to know before making pricing
changes that won't address the actual issue.

Where You Might Go From Here

& ) =

Learn: Understand Buyer Signal Validate: Test Your Pricing Align: Build Internal Consensus on
Thinking Hypothesis Evidence

Explore how buyer behavior reveals value Run a structured 60-day test using this Use this template to structure internal pricing
priorities across other business decisions— framework with live deals. Track the specific conversations around behavior instead of
packaging, messaging, channel selection, and signals outlined here and see whether your opinions. When leadership teams review buyer
sales process design. Understanding the buyer-  assumptions about buyer behavior hold under signals together—rather than debating what they
signal framework as a broader discipline helps observation. Validation doesn't require perfect think will work—decisions become faster and
you apply it beyond pricing. execution—it requires honest measurement. less contentious.

About Tingom Group

Tingom Group works with B2B service businesses to build systems that support how teams actually operate—not how strategy books claim they should.
We help leadership teams replace assumptions with buyer signals, opinions with observable behavior, and internal debate with evidence-based
decisions. We don't claim to have better answers than you do. We help you structure the questions so the answers become clear.

One Last Thought

Pricing decisions don't need to be perfect. They need to be intentional, evidence-based, and revisable when new signals emerge. If you leave this
template with more clarity about what your buyers actually value—even if that clarity is "we're not sure yet"—you're better positioned than most
businesses still operating on pricing folklore and founder intuition.

Learn more at TingomGroup.com
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Streamline Operations | Scale Your Business Without Chaos | Tingom Group

Streamline your operations and scale your business with FlowOps360, a proven framework for aligning your Sales, Marketing, and Customer Success teams
for optimal efficiency and growth.
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