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Taking control of your pricing
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Introduction

EdgePetrol provides pricing software that allows 
independent retailers to optimise their site fuel 
profitability with examples of increases exceeding 
18%.

With no manual entry and accessible from 
anywhere, EdgePetrol replaces your spreadsheets 
with live, actionable insight to help you make 
better pricing and procurement decisions.

Our engagement with retailers just like you has 
allowed us to understand the true dynamics of fuel 
pricing and use real-life experience and examples 
to help all retailers (EdgePetrol customer or not) 
head towards site optimisation.

One of the biggest challenges' retailers face is 
being at the mercy of larger competitors on price. 
Since you are here, that is probably a challenge 
you face, too…
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The different types of 
price movers01
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Up Down

Lead
Potential loss in volume

Increase in margin
Likely to increase fuel profit

Potential increase in volume
Loss of margin

Likely to lose fuel profit

Follow
Limited change in volume

Increase in margin
Likely to increase fuel profit

Limited change in volume
Loss of margin

Likely to lose fuel profit

Always 
Match

Limited influence on volume
Loss of potential margin

Highly likely to lose fuel profit

Why does it matter?

Traditionally, retailers would fall into one 
or two of the five buckets shown on the 
right here; leading up or down, following 
up or down or just matching their 
competition.

Whilst fuel volumes look to rise in 2021 vs 
2020, the fuel market is changing.

Over the next 2-10 years, the consumer 
reliance on fuel will start to decrease. 
This change means that the old way of 
pricing (following competition in order to 
maintain or grow volumes) is outdated.

In other words, if a retailer continues to 
only follow these strategies, their 
business is likely to fall behind the 
market.
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Up Down

Lead

Follow

Linking strategies

Retailers that ‘always match’ (the least 
profitable from fuel) tend to have one 
strategy and focus on other areas of their 
business. This is becoming less common 
as data becomes more accessible and-
according to NACS Consumer survey-
consumers become less price sensitive.

For those that don’t just ‘always match’, 
they tend to mix strategies between 
leading and following which has three 
potential links:

Lead up/follow down
Lead up/lead down
Follow up/lead down

Whilst having this strategy is still 
common, many retailers are finding it to 
rigid in today’s changing market.
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Understanding the 
changes available to you02
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Assessing your local market

When was the last time you did a real assessment 
between your site and your competition?

The most important thing to understand is who you 
are really competing with for volume. If you are a 
branded retailer with premium fuel offerings, is the 
price of the large supermarket retailer or the 
unbranded site that is depressing the market really 
impacting your volumes?

By looking for the similarities and differences 
between your station and those in your local market, 
you will start to build a picture of where your pricing 
should sit and at what times. Think about:

• Brand
• Fuel offering (grades)
• Shop offer
• Facilities
• Flow of traffic / driving distance
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Creating a differentiator

The consumer now expects more from their gas retail 
experience.

NACS Consumer Survey 2020 tells us that price is no 
longer the dominating factor for 48% of consumers.

What can you do to attract consumers to your site 
without using fuel price as your number one lever?

Some great examples we have seen that are really 
driving volume and shop sales:

• A slushie bar with over 80 available flavors 
• A burger joint with chocolate burgers (and fries!)
• Quire singing on Sundays
• A station selling 700 different types of soda
• Facial recognition software that auto pays
• Social media presence with offers on food and fuel

The key is to provide a memorable experience that 
gives the consumer every reason to come back!
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Pricing strategies to take 
back control03
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The sensitivity test

Want to test out your sites sensitivity and win new 
customers whilst doing it?

Reducing your margin to zero for the day can show 
you how much impact that can have on your volume.

This test works best if you have your own brand in a 
smaller geographical region, but can work on a single 
station basis too.

Advertising your ‘one day only ultra low gas prices’ 
offer via social media and outside your station will 
help drive the volumes on the day.

Chances are you’ll lose some fuel profit, but you’ll be 
able to see which stations are more sensitive than 
others and by how much.

This should also lead to an increase to in-store sales 
and with a good consumer experience, you may find 
that business repeats over time.
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Dynamic pricing

The most successful retailers tend to price against 
their target margin but sacrifice it to win customers at 
certain times of day.

This is the reason we stated it is so important to assess 
your local market; knowing who you are up against as 
well as your customer profile will allow you to decide 
the best times to make these prices changes.

One EdgePetrol customer saw a 35% increase in 
volume by dropping their prices by 10cpg over the 
weekend. The best part was they won new customers 
during the week, seeing volumes rise by 10%.

Other retailers increase their price during the evening. 
In some cases, this has allowed the station to remain 
profitable for 24 hours and benefit from night-time 
trade instead of closing the station before midnight.
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Assess your spreads

There are two types of spreads at a gas station. The 
first is between your regular, mid and premium grade 
offering. The second is between your credit price and 
your cash ‘discount’ (if you offer this).

It is vital to make sure these strategies are always 
evolving, so if you have a set spread you always use 
between your grades, this probably needs a rethink.

Premium grade pricing can be used in three ways:

1. Widening your spread by increasing the price will 
likely increase the overall fuel profit.
2. This can be used to subsidize regular grades at 
times where margins are being squeezed.
3. They can also be reduced to entice regular grade 
purchasers to make the upgrade (especially from 
mid-to-premium)

It is also worth considering including premium 
strategies withing your dynamic pricing strategies. 
Finding the right time to pull the lever is the best way 
to get the most out of your fuel pricing!
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Using data insight to track 
your success04
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The difference between data and data insight

Every retailer has data.

Every transaction generates a file with data including 
(but not exclusive to) gallons sold, grade, time, price, 
and method of payment.

There is tank level data from your ATGs (if you don’t 
have them, they are a very worthwhile investment). 
You will also have cost price data, which for jobbers 
may come from a benchmark provider and for dealers 
will come from their jobbers.

Data insight is therefore not a question of whether you 
have the data, but a question of:

• Where can you access it?
• In what format can you access it?
• How quickly can you access it

Where you access data will impact its usability. The 
format will determine the accuracy. The speed will 
stop you making decisions after its too late.
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Making sure you are looking at the right numbers

Traditional retailers will look to their volumes to tell them whether their pricing is right. The best retailers consider all the insight 
they have available to them to make these decisions. Equally important to volume is cost, as together these make up your profit 
from fuel.

There are four methodologies you can use for cost price:

Replacement
Costing all the fuel in your tank against today’s price. The problem is that by not considering the cost of 
deliveries that came yesterday or before, you could be getting a totally different margin than the one you 
expect, leading to potential profit-eating decisions.

Last delivery
Costing all the fuel in your tank against your last delivery price. Whilst less of an issue than replacement cost, 
you will rarely have only one delivery worth of fuel sitting in your tanks, meaning you are still not taking into 
account the oldest fuel sitting there, which can also impact decision making.

FIFO

By tracking the fuel coming in and leaving and applying the volume leaving to the oldest delivery you can 
work out what the cost is of the individual gallon you are currently selling. Whilst FIFO matches your 
accounting practices, this can lead to heavily ‘stepped pricing’ when the market is moving, confusing 
customers and reducing your flexibility on the pole sign.

Blended
Applying the cost price to each delivery that lands, and weighting and blending it with the fuel currently in 
the tanks. When fuel is removed by customers this is removed from the oldest delivery and reweighted for 
each transaction. Many retailers aspire to reach this number, which is what led us to build EdgePetrol.
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Analyse, compare, adjust and review

Data insight should be used for on-the-button decision 
making, but it is important to look back too.

By understanding what worked for your station, it 
allows you to either continue using it or slip it into 
your back pocket for when it is needed.

The savviest retailers are building up these strategies 
by testing their stations and keeping track of the 
results.

The diagram on the right shows the best way to go 
through this process. Look through your current data 
(analysis) and set ‘success metrics’. Compare this to 
previous data along with any data you have on the 
competition to decide on a sensible adjustment.

The most important part is the review. Did you hit the 
success metric you set? If so, this should form part of 
your bank of strategies. If not, why not? And that’s 
where you come back round to analysis to try again.
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Book a demo now to see how EdgePetrol can help you to:

1. Understand your key volume trends
2. See how your competitor’s price effects your volume
3. Set and deliver new site strategies
4. Increase profit by 18%+

Get in touch:

edgepetrol.com

sales@edgepetrol.com

Want to take 
control of your 
pricing?

mailto:sales@edgepetrol.com

