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PLI is the global lubricants manufacturing and marketing arm of PETRONAS group, 
Malaysia's national oil corporation.

Top 10 Lubricants Player  

972 mil litres sales, $1.8B Revenue

PLI has over 30 marketing offices in 27 
countries

PLI has a wide range of automotive, agricultural segments 
and industry applications.

A diverse, multilingual workforce around the 
globe

For more information, please visit www.pli-petronas.com

http://www.pli-petronas.com/
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• The Petronas EBITDA margin was performing below its 
market peers.

• The company has a sales culture of selling on volume
with no metrics associated with profitability.

• Lack of Brand Awareness and Price Strategy among 
powerbrands.

• More than 4,400 SKUs creating a “bad complexity” to 
manage value, pricing, and costing.

• Price setting based very much on cost-plus without 
market inputs, customer segmentation, and proper 
framework.

Overall Petronas business challenges

There is intense competition and pricing pressure from customers and suppliers 
out there.

Source: IHS Markit _ 2019

Global Lubricants Market Share

Only five companies represent around 34% of the total 
lubricant market (~43 billion liters per year), making this 
market highly consolidated. Petronas holds 2% of the 
total market. However, it has a more substantial presence in 
its core markets (Malaysia, Italy, and Brazil).

Source: Price Assessment mande in 2017
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Multiple Route to Market models for the various regions – affecting the local 
pricing approach and strategies. 

Company

Wholesaler

Retailer*

End Consumer

Company

Wholesaler

Retailer*

End Consumer

Company

Retailer*

End Consumer

Exclusive 
Distributor

Control over Price and Trade

* Independent Workshops, Auto Parts Resellers , Franchise Workshops , Franchise Workshops , Oil Change Shops

▪ Large business entity chosen to cover 1-2 
regions in the country.

▪ Typically, involver long-term strategic alliance 
– significant investments.

▪ Distributor for main regions and products;
▪ Wholesalers cover out-of-coverage areas 

(more pricing conflicts)

▪ Traditional RTM 

Price Conflict

Non-Exc. Distri.

HighLow

Automotive 
Market

Big Volumes

Fragm
en

ted
 sales

Big Volumes
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Most of the regions have shown a pattern in terms of Pricing Issues due to lack of 
governance and weak pricing execution.

INCONSISTENT 
SCALE PRICING CHANNEL CONFLICTS UNCLEAR PRICE POSIT

2 3 4

▪ High risk of Pricing 
Exposure;

▪ Comparable clients, 
purchasing similar 
volumes, have widely 
distinct prices;

▪ Number of discounts and 
bonus elements vary 
signif between markets; 
No standard commercial 
Policy; 

▪ Channels conflicting 
directly, competing even 
with PLI for the same 
end-client (Retailer), 
leading to margin 
erosion, price conflicts, 
across the value chain;

▪ Unclear price 
positioning against 
competitors; Competing 
against wrong 
competitors;

▪ Not establish portfolio 
price hierarchy  based 
on value and product 
benefits. 

WEAK 
GOVERNANCE

1

▪ No documented price 
strategy, no standard price 
framework;

▪ No dedicated price roles in 
key countries; Lack of 
accountability on pricing 
decision;

▪ Sales selling on cost, 
requesting tsunami of price 
concessions.
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On Pricing Governance, Petronas adopted a hybrid model, with global defining 
strategies with regional clusters executing and controlling.

REGION

Regional 

Price Manager

Pricing 
Analyst

Head of 

Marketing

GLOBAL

▪ Price Intelligence
▪ Price Analysis
▪ Reports Alerts
▪ Competition Monitoring
▪ Internal & External Data Management

▪ Price Management
▪ Commercial Policy Maker
▪ Price Decision making
▪ Support on strategic quotations
▪ Review governance

Pricing 
Specialist

Pricing Intern
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Global to establish the general Brand Price Strategy, Price 
Framework, Standard Policies, while allowing the right 
degree of local entrepreneurship. 

Discipline in execution and monitoring is crucial to 
success. Develop a platform to govern, monitor progress, 
and enable communication between the regions and global.
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The Petronas Pricing Framework is an internally developed framework, that can be 
used as a roadmap for developing pricing maturity.

GLOBAL
PRICING

FRAMEWORK

PRICE 
SETTING

PRICE 
STRATEGY

PRICE 
CONTROLS

PRICE
IMPLEMENTATION

▪ Price Strategy is the start point of the process, 
defining the right revenue model that considers the 
brand needs and business targets. 

▪ Have a precise price positioning in the market, 
ensuring the attractiveness and competitiveness 
to the value-chain.

▪ Applies the best Price Setting model according to the 
brand and segment;

▪ Price List most follows brand Product Hierarchy + 
Competitive Benchmarking. 

▪ Conduct price waterfall analysis based on value-chain 
target margins and cost to serve

▪ Worldwide PLI has a team of price experts 
to enhance control and get value realization 
from its partnership, working under the 
same framework.

▪ Reliable price insights: digital tools available to 
collect prices and competitor information 
regularly.

▪ Establish a Commercial Policy with clear rules of 
discounts, promotions, trade incentives, and the 
correct level of pricing approval.

▪ Internal CPQ: All sales orders must be approved 
by the correct level of authority, under an online 
system having a high level of confidence and 
transparency.

Learning loop
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The Pricing Framework deployment attends to different company sizes and 
market complexity.

GLOBAL PRICING FRAMEWORK

Light

Medium

Complete

Complete Price 
Structure Team

Price Executive reporting to 
local Marketing Manager

Price Analyst & BI
reporting to local Marketing 
Manager

Marketing Manager 
supports in Pricing

Bimonthly Price Committee

Monthly Price 
Committee

Quartely Price Committee

Commercial Policy based on 
Regional CP 

Commercial Policy by 
segment 

Pricing Intelligence 

List Price by Channel

Follow regional strategy 
based on Global Framework

Define local strategy with 
input from regional pricing 
manager based on Global 
Framework

Define local strategy 
based on Global 
Framework

Strong Pricing 
Intelligence Capability

Pricing Intelligence

Marketing Manager in 
charge for Pricing

Regular pricing training 
for sales and marketing 
teams

▪

▪

▪

▪

▪

▪

▪

Based on the Corporate 
Strategy

Country Size: Revenue & 
Sales

Avalibilty of pricing 
Enablers / Local 
capabilities

Criterias for level of Deployment
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Designing Global Strategies for Powerbrands, making clear desired targets, price 
positions, and value drives for better market planning and execution within 
regions.

GLOBAL PRICING STRATEGY POWERBRANS

▪ Typical price upside of 3-5% based on results from previous exercises

Outcomes:
▪ Enhace better product mix
▪ Consistency:
▪ Positioning:

PRICE 
STRATEGY

TEMPLATE 
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We recommend four pricing setting methods for the regional team to deploy in 
their business units.

PRICE 
SETTING
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Implement Competition-based prices: In order to provide reliable and relevant 
price insights for Petronas sales force, digital tools were deployed to collect 
prices and competitor information on a regular base

PRICE 
SETTING

Executing correctly: 
Price Policy

13,5 USD

12,8 USD

11,9 USD

Expert

Target

Floor
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Customer

Region

Channel

Product

New Price Policy 
gives transparency, 
and guide for the 
right price to offer.

Price Collection Tools and Price 
Intelligence System (PIS)

Mobile App (IOS)
• End Consumer Prices
• B2B Prices
• PLI Sales Personel
• 1.500 / month

CRM Sales Force
• Distributor Prices
• Sales Force
• Distributor
• 400 / month

Reflecting the Market Prices on our 
internal Commercial Policy

PRICE
IMPLEMENTATION

Approval request

COGS

COGS



12
(PETRONAS) All rights reserved. No part of this document may be reproduced in any form possible and or disseminated in any form or by any 

means (digital, mechanical, hard copy, recording) without the permission of the copyright owner.

Value-based: Extract a fair share of the value that we deliver for the customer

PRICE 
SETTING
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Market Demand

Benefits & 

Features

Value metric

Value Price

What do we offer?

Why should the 

customer care?

What is the worth?

Direct sales B2B

Step 4

Organize the Portfolio according to 
Customer Segment value perceived 

Step 1:

Evaluate the other value metrics that 
we offer and rated against competition

Step 2:

Calculate the EVE®, for the 
tangibles values identified

Step 3:

Listen to your customer, understand his problem!! 
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The Economic Value Estimation (EVE®) must be done by product according 
to customer segment target

$ 45,00 $ 55,00

$ 135,00 yr $ 110,00 yr

$ 0,0023 km $ 0,0018 km

Retail Price

Additional value:
▪ Revenue from higher uptime;
▪ Fuel Economy savings;
▪ Extented Drain Intervals;
▪ Savings on maintaince cost.

+22,0%

-18,5%

-18,5%

COST Year

COST per Km

Reference or 
NBCA

Mineral, multi
CH-4

Oil Drain Interval: 

20,000 km

3
changes / yr*

Urania 3000
15W-40

Mineral, multi
CI-4

Oil Drain Interval: 

30,000 km

2
changes / yr*

Illustrative 

TEMPLATE 

Stronger Business

• Stronger Profits

• Reduced Operating Costs

• Sustainable Operations

Owner Operators
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The Economic Value Estimation (EVE®) must be done by product according 
to customer segment target

Reference or 
NBCA

Competitive 
alternative 
for this 
customer

Increase revenue 

from higher uptime 

+ $ 2,350

Fuel Economy 

savings                     

+ $ 2,200

Extented Drain 

Intervals + $ 1,800 

Savings on 

maintaince cost        

+ $ 1,500

Total offering 

economic value 

$ $ 7,850

Value pool to share

$ 7,850

Value Price

Option: Price / km 

(Distance), 

Deal with per km
o Benefit ladder (features - advantages - benefits)

EVE is a value modelling framework described in the classic book, The Strategy and Tactics of Pricing (by Thomas T. Nagle et al. 2013)

Illustrative 

TEMPLATE 



Value Generation 
Global Financial impact  2018-2019

Sales Volume

+27% 
SPLY

Total Revenue

+23% 
SPLY

Gross Profit

+29% 
SPLY

Strong premiumization with Premium 
range grew from 29% to 38% vol 
contribution of total Syntium portfolio 
in ASIA and EU.

EBITDA Margin

+7,4% 
SPLY

+8,4% 
FY vs Company Plan

Total Revenue
PLI Volume, Revenue and 

Profit remains healthy vs SPLY

+6,0% 
SPLY

Corporate Level Powebrand Level

15
(PETRONAS) All rights reserved. No part of this document may be reproduced in any form possible and or disseminated in any form or by any 

means (digital, mechanical, hard copy, recording) without the permission of the copyright owner.

Pricing was proved as a profit lever: Petronas enjoyed a strong financial 

result in 2019. The EBITDA has grown +7,4% compared to last year.
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