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WEB INTRO: 
When you’re thinking about optimizing your revenue and managing 
relationships with buy-side clients, you need a dynamic and responsive rate 
strategy. Advertisers’ and agencies’ needs can change suddenly—moving 
from content-based buys to audience buys, for example, or adding in factors 
like viewability or brand safety. 
 
These aren’t just line items in a spreadsheet—this is about maintaining 
healthy partnerships for years down the line. Is your rate card future-proof? 
In this webinar, FatTail, Condé Nast, The Boston Globe and others talk about 
what impacts rate strategy over time, and what publishers can do to prepare 
for unexpected, yet inevitable, changes to pricing. 
 
  



RECORDING: 
 

NA - I’m Nicole Allyn.  I work for the Boston Globe Media Group; my title is 
Digital Inventory Analyst.  I do everything from special projects, system 
implementations, to on the daily basis, inventory management, product 
management, pricing, and reporting metrics – on all of those fronts. 
 
GD - Ah, a jack of all trades, an Ad Ops person at heart.  So, you guys are 
in the middle of developing your rate card strategy right now, right? 
 
NA – We are, as we speak, yeah. 
 
GD - As we speak – are you multi-tasking?  That’s impressive.  
 
NA – Pretty much! 
 
GD – Alright, Alex.  Tell me a bit about yourself.  I hear you guys are a bit 
more mature in your rate card strategy. 
 
AV – I’m Alex Vogt.  I head the team of Yield and Revenue Ops that does 
everything pricing, to yield, delivery execution, revenue recognition, yield – 
everything sort of between the sales effort and the invoicing on the digital 
side.  Very nice of you to say that we’re a big more mature, we do definitely 
have a lot of ___ in place that have worked well for us but you know, the 
market is always changing so we always feel like we are redeveloping it as 
well. 
 
GD – Very cool.  And I love your picture, is that from your days of coffee cup 
modeling?  
 
AV – Well, that picture was taken at a coffee shop that opened up here in 
the World Trade Center complex … so it has given me my fifteen minutes of 
fame, indeed. 
 
GD: I thought I had seen you somewhere before.  Let’s move on to Doug 
Wintz.  Always a pleasure to have you Doug.  Doug has helped out at many 
of the AdMonsters events over the years.  Tell us a bit about your 
involvement in rate card business. 



 
DW – Thanks Gavin.  So, I’m the founder of DMW Media Works.  We’ve 
been around for about fifteen years and we help set up digital ad operations 
departments, we configure order management systems, ad servers, create 
custom software.  So, along with that of course, is the need to both document 
what the requirements are for rate cards, help to make sure that they’re 
configured correctly, and provide advice when it’s needed.  So, we work with 
a lot of publishers and as you said, all publishers are in varying degrees of 
maturity, and I like what Alex said because I agree.  You may appear to be 
an expert, but you’ll only be an expert for about five minutes in this business 
because things keep changing. 
 
GD – Well said.  And last but not least, we’ve got Rachel Friedman.  Tell us 
a little bit about what you do over at FatTail. 
 
RF – Sure, hi everyone, my name is Rachel Friedman.  I am a senior product 
manager over at FatTail.  And what I would like to share is that my 
background for the last number of years is in pricing and yield management 
on the publisher’s side.  I work very closely as part of the product team 
helping to evolve the product to meet the changing needs of all of our clients.  
From a pricing and yield management standpoint, I’ve been involved in 
leading the effort on the FatTail side to constantly update and build out our 
capabilities to support the ever-changing needs of the rate and yield 
management process. 
 
GD – Thank you.  And, also you did a great Q and A with us last week; it is 
on the web site if people want to read more – admonsters.com.  And that 
kind of leads to our first question and I’m going to push it at you Rachel 
because you had some really great thoughts on it in that interview… 
 
  



WHY DOES A PUBLISHER NEED A RATE CARD? 
4min 10sec 

 
Why does a publisher need a rate card? 

Exemplary: our inventory is perfectly monetized and rate policies 
respected 2.44% (1) 

Aspirational: we’ve got the bones in place but our processes are 
manual and data is used retroactively 87.8% (36) 

What’s a rate card? 9.76% (4) 

 
GD - Why does a Publisher need a rate card?  In the age of header bidding, 
I mean all the inventory is out there; shouldn’t the market just be deciding 
everything? 
 
RF - The market has changed a lot in the last few years.  What I’ll say from 
a rate management standpoint is that with header bidding, with so many 
different avenues in which you can purchase inventory, inventory control, 
and rate control, are extremely important because each piece of inventory – 
we know it’s value, there’s competition for it.  So, you really need to put a 
focus on how you manage that inventory more closely, how do you effectively 
price it because you have so many different channels.  Media sales, from a 
direct sales standpoint, aren’t going away – they’re changing, it’s evolving.  
So, the objective here is really to think about how do we monetize everything 
that’s being sold and the first step there is with a rate strategy.   
 
GD - Cool.  Nicole, let me turn to you.  You guys are in the early stages with 
your rate card strategy.  What drove you guys to that this is the right time? 
 
NA – Sure, well, historically, we enjoyed a long period of experienced sales 
force with a lot of institutional knowledge.  So, one of the things that has 
happened is just, you know, turn over in staff.  We don’t have the luxury 
anymore of relying on that institutional knowledge.  We need something in a 
system that anybody can report against.  Revenue maximization is our 
primary goal and there’s no way to effectively do that unless we have rates 
in place that take into account everything including the complexity of the 
demand for the inventory, the complexity of the targeting, the underlying or 
associated production costs or ad serving costs. 



 
GD – Cool, well put.  Alex can I turn to you?  Why is the rate card so important 
to your business and your organization?  
 
AV – well, you know Conde Nast isn’t really just 1 company – we have like 
20+ publications.  All of them have different accounts that they serve, they 
have a different market that they’re in.  they have a different set of products 
even, so not only is it important that we manage to go to market consistently 
with how we value our digital inventory, but also getting that sort of 
consistency internally and making sure that everybody is on the same page.  
Creating 1 rate card that... (7:36)   
 
GD - And let’s bring it around full circle.  Doug, why are you so adamant with 
your clients about developing a rate card strategy? 
 
DW – well, I’d say that while programmatic is definitely a significant revenue 
stream, the depth(?) of direct is greatly exaggerated. And so, when you think 
about a corporate budget should be you’re doing it from the bottom up, 
somewhat built mathematically.  You have the amount of traffic you forecast, 
the amount of page views, and that adds up to how many ad impressions 
per year you have and how you monetize it is going to be based on pro-rate 
and guess what, CPM’s.  So, if you don’t have any benchmark for CPM’s 
there’s a good chance that your ability to make your budget is going to be 
under pressure because if you’re selling things for perhaps less than you 
should be… I think that’s where companies get themselves in trouble a lot of 
times.   
 
  



WHO SPEARHEADS RATE CARD MANAGEMENT WITHIN YOUR 
ORGANIZATION? 

8min 40sec 
 

Who spearheads rate card management within your organization? 
Ops 28.5% (6) 

Sales 23.8% (5) 

Yield Management 47.6% (10) 

Other 0% (0) 

 
GD – very well put.  And that’s a… cry a lot at AdMonsters that direct is not 
dead at all, it is morphing.  Very well put.  So, our next question, and I think 
this is a great one.  Who spearheads rate card management at your 
organization?  Alex, do you want to jump on that? 
 
AV – sure.  So, in terms of spearheading it, it’s definitely my team.  And we’ve 
had a lot of success since we’ve built the team up over the last couple of 
years in you know, creating a central place where all pricing policies, rate 
cards, and everything flows from.  And again, just to reiterate my prior point, 
that’s so important for an organization that is so sprawled out, where 
everybody is able to go to a central group and, you know, what is our general 
rate card policy and how does that fit in with my particular corner of the 
business.  So, it is the yield and revenue piece.   
 
GD – how about you, Nicole? 
 
NA – For us, it is the VP of Revenue Operations who I report to, it’s our Ad 
Ops department who’s doing most of the analysis and then working together 
with the sales directors and managers to communicate those policies and 
get buy-in. 
 
GD – Cool.  Is that pretty typical from what you see, Doug? 
 
DW – Yeah.  I think the creation of the rates is somewhat collaborative 
between the sales operations and finance but once it comes to the control 
actually, it should be the control of an Inventory Pricing Manager.  And I 
actually say that I’m not sure who the Revenue Ops person reports to, but 



my opinion of best practice is having the inventory and pricing manager be 
embedded in Ad Operations because if the company is not making their 
money, guess who’s feet get held to the fire.  It’s eventually going to be Ad 
Operations because they’re going to be asked to produce revenue out of thin 
air.  So, I think as a best practice, inventory pricing resides in Ad Operations.  
And there’s an escalation workflow that bumps up that to the business side 
in terms of sales if someone wants to bypass the rates significantly. 
 
  



WHAT IS THE BIGGEST DRIVER OF RATE CARD CHANGES? 
11min 10sec 

 
What is the biggest driver of rate card changes within your organization? 

Client Responsiveness 25% (4) 

Business Controls 0% (0) 

Revenue Optimization 43.7% (7) 

Advertiser / Product Performance 31.2% (5) 

 
GD – We’ve got a ton of questions today to get through so I’m going to jump 
onto the next one.  This is the big-ie.  What is the biggest driver of rate card 
changes?  There’s so many different ones but, let me pick on you, Alex.  
What do you feel like is the biggest? 
 
AV – It’s a number of things, right?  But part of it is the market meaning both 
our clients and new products that are coming out.  I see actually that 
somebody posted an interesting question related to this in the chat from 
Sebastian, about seasonal flooring.   

 
Sebastiaan Postma: Depending on the season or time of month programmatic 
clear prices are higher or lower.  Is anyone considering seasonal flooring strategy, 
especially when adding data.  Data value can be swallowed by a floor too low for 
the specific season. 
 

That is definitely one thing we take into consideration for sort of what’s 
successful, what isn’t, are we selling through at the rate we would expect to 
be based on where the pricing is. And then there’s also our overall financial 
goals as a company. So that all feeds into it.  In terms of the biggest factor, 
I would say, the market, in the sense of sort of, is our pricing working, are we 
selling the types of products…(12:12) So, sort of the combination of those 
two things. 
 
GD – Cool.  Nicole, any additional thoughts on that? 
 
NA – No, I would confirm that exactly.  Seasonality being one of the biggest 
factors in changing rates over the course of the year and demand in terms 
of sell-through depending on the targeting.  
 



GD – Doug, let me turn to you really quick.  What do you see from your 
vantage with your clients? 
 
DW – First of all, I agree with what the other two participants said, but I’d 
also say that, maybe get a little more specific.  A lot of publishers have 
specific relationships with holding companies, for instance WPP or 
somebody like that where there’s a unique rate card that’s tailored towards 
the agency, and when those relationships go into negotiation, that’s a 
reason.  I also agree with the answers of demand and seasonality – I see 
that a lot as well.  
 
GD – Interesting.  And in our poll question, client responsiveness and 
revenue optimization are definitely the two biggest drivers.  Business 
controls, not so much.  Rachel, does that surprise you at all? 
 
RF – no this is in line with both Alex and Nicole have been saying, I mean 
it’s really about thinking about the brother strategy and revenue optimization.  
Seasonality and demand are a big piece of that, and that is typically the 
biggest factor that clients bring to us in terms of managing their rate cards.  
They have standard rates that the biggest change that they need to account 
for are seasonal factors and seasonal factors are both from responsiveness 
to supply / demand and changes in pricing and being able to manage that 
across a large set of products.  And then, beyond that, to Alex’s point, you 
do just need that flexibility.  It goes from introducing new products into the 
market place or from year to year there could be changes there in terms of 
holding companies and how they’re changing their buying strategies that 
might impact how your pricing because you typically need to be sold out 
because you sold a certain part of your inventory to a large company and 
that contract is no longer available.  So, I would definitely say seasonality is 
a big factor, and then just being able to respond to changes in the market 
place such as client demand and responsiveness to new ad products and 
being able to manage and adapt your rate card quickly based on those 
changes. 
 
… (15:54) I feel inclined to speak up for the business people since we aren’t 
getting any love in the poll, while everything we’ve said I think is very true 
when we’re talking about display media… With the increasing amount of 
social that we’re running, our concerns for efficiency on the cost end of it, 



managing the margin become a much bigger influencer on our pricing.  So, 
I think as we see more platform driven revenue, that … control will have more 
of an impact on our pricing strategy. 
 
  



DO YOU LINK FORWARD / FUTURE PRICING  
AND SPOT-RATE PRICING? 

16min 30sec 
 

GD – Excellent.  So, let us keep moving on.  I think we kind of hit that one 
already, I added another option at a request, advertiser product 
performance.  Do you link forward / future pricing and spot rate pricing?  
Anybody want to jump on that? 
 
DW – Is that referring to perhaps an up-front where you’re referencing a price 
against a future purchase versus when you’re buying ad hoc throughout the 
year?  (Yeah) I think it would, there’s got to be a bench mark in terms of 
pricing, I would think the pricing would be advantageous for the buyer 
because it’s a guaranteed buy in the future but I think it should link it to spot 
rate pricing and then that leaves whatever is left over as perhaps being in 
higher demand with more scarcity so I would think spot rate pricing would be 
slightly higher and then you play off those 2 metrics in terms of future 
guarantee for a purchase and the need to buy media. 
 
GD – Alex – is it difficult to link your future prices with stuff that’s coming in 
today through the RTB markets? 
 
AV – First of all, I totally agree with Doug there.  You’re sort of trading a 
guarantee or…  is spent in return for lower pricing.  If we’re talking about 
linking spot buying to the level of RTB, it is completely linked.  I think part of 
that is because now knowing, with our programmatic channels being so 
robust, you have a much more tangible floor on what are the direct 
pricings(?) You want to include that as a primary source of forward future 
pricing knowing that there’s a lot less risk of inventory going completely un-
monetized allows us to be a little more ground(?) when people are asking 
are asking for discounts that go below that level.  In addition, spot rate pricing 
in the direct market, at some point, are able to take advantage of very high 
demand periods - weather it’s holiday season, black Friday, fashion week for 
us is a big one.  So, there is a link, I think it’s all part of the same big picture, 
it’s just that each one has different considerations(?) to go along with it. 
 
GD – Rachel, can I turn to you?  Where do your clients run into difficulties?  
It’s got to be highly difficult as Doug and Alex have suggested. 



 
RF – I think there are a few diff elements here in terms of creating and 
implementing some sort of strategy and I think going back to that initial pole 
that was up here, it seems like it’s a pipe dream almost for a lot of you out 
there.  You’re thinking about rate strategies that currently, the process is very 
manual and in order to implement an eff rate strategy, a big piece is having 
all of the tools available to both do the right kind of analytics to be able to 
value your inventory looking both across direct sales and programmatic 
sales and understanding the changing values of your inventory.  It’s having 
the tools to create, maintain, and roll out rate cards.  And then being able to 
inforce those policies in a way that is as automated as possible because the 
automated component makes it very difficult to have any kind of rate strategy 
and inforce that. 
  



 
WHAT PERCENTAGE OF DEALS GO OUT BELOW RATE CARD? 

21min 20sec 
 

What percentage of deals go out below rate card? 
Less than 10% 13.3% (2) 

10% - 25% 60% (9) 

25% - 50% 13.3% (2) 
50% - 75% 13.3% (2) 
75% or more 0% (0) 

 
GD – Now we’re going to move on to one of the big ones.  I don’t know if 
anybody actually wants to answer this one.  What percentage of deals 
actually go out below the rate card?  Who’s willing to admit?  (pause) Alex, 
can I lean on you? 
 
AV – I had a feeling you were coming my way.  Yeah, I’m more than happy 
to admit that.  We average somewhere between (static) below rate card, and 
that is kind of our expectations even when we come up with our rate card… 
 
GD – Sorry, real quick, I lost you there for a second.  What percentage? 
 
AV – Oh, I’m sorry, I can’t tell you that. 
 
(laughs) 
 
AV – We average 10 to 15% is usually what we get below our rate cards and 
that is in fact intentional.  We design our rate cards around it.  If you want 
people to drive under 75 miles per hour, you set the speed limit at 65 miles 
per hour.  That being said, it sort of is very dependent on a lot of things; client 
history, spend amount, yield size.  There are a lot of things that go into why 
would we allow somebody to go below rate card.  But, I think when you have 
a client set as large as ours, and that’s as varied as ours, you have to be 
flexible, as I think we all emphasize the start of it. 
 
DW – Is that like telling somebody to show up an hour early just so that you 
know they’ll show up on time? 



 
AV – Very similar psychology there I think, yes. 
 
GD – Yeah, as a musician in my side life, we often do that.  We tell everybody 
the show starts half an hour before.  It makes a lot of sense.  Nicole, did you 
want to add in your thoughts? 
 
NA – Yeah, so what I want to say about this is that for sure there are people 
in the organization who can probably speak to this but from an analytical 
perspective, this is one of the reasons that having a rate card in place is so 
important.  So that with hard data you can answer those questions and then 
manage to do(?) the goal.  As Alex was saying, for whatever bar you set, 
10% or 15%, make sure you’re managing to that. 
 
AV – I was just agreeing that you know, not only is it important to keep this 
… self-strategy but to track it without giving out too many exception requests, 
and also, not too few if your revenue… 
 
(24:00) Doug saying something… 
 
GD – Hmmm, interesting.  Are there other ways that you can use that to your 
advantage?  That’s kind of Ops pushing back on Sales there, right? 
 
Doug – Yes, I think that Ad Ops… is the metrics for sales and then they take 
care of it amongst themselves. 
 
GD – Very interesting.  Rachel, do these numbers surprise you in this pole?  
It seems like most people are between 10 and 25%.  When somebody’s got 
those higher numbers, what’s going on in the company.  Is just the rate card 
strategy not as well implemented as one would hope? 
 
RF – I think it’s a combination of factors.  I think there’s a piece definitely 
looking at what Alex said, what we are seeing a lot is that there’s a rate card, 
and understanding that with direct sales, there’s certainly a negotiation 
process, and what we’ve seen as far as setting rate strategies is that clients 
will provide some kind of bandwidth that’s in the 10 to 15% range from what 
the rate card price is to what the rate card floor is.  The way that one would 
look at the rate card price is that a, it’s the metric that we want to be able to 



track and see how we are doing against that rate, but it’s really a target 
weight.  And there’s understanding that based on different factors, the client, 
the spend, that there’s some leeway in terms of discounting.  So the 
expectation that they’re somewhere in the 10 to 15%, that there’s discounting 
going on is totally expected, and that you’re finding deals going out below 
rate card; that makes sense.  Below rate card floor, I think that’s part of the 
whole shift with having some sort of rate card strategy and implementing 
that.  It’s relatively new.  So, I think it takes time and it takes backing from an 
organization to be able to roll out some kind of rate strategy, have the right 
tools where you could then pull reporting and say whether it’s by a 
salesperson, or a client, or what property, where you’re seeing inventory 
below those rate card floors, you can have those conversations and 
understand and look at the impact of selling below floor and how that impacts 
future sales as well as meeting company budgets and objectives. 

 
27min 30sec 
Sacha Lien: What is the average % distance between the rate goal for the year 
and the published rate card? 
Sebastiaan Pastma: Going below rate card, is that cutting year deals below the 
company rate card, or below rate cards agreed upon with buyers? 

 
GD – Nice.  We’ve got a couple of good questions on this topic coming in on 
the attendee chat.  Let’s hit them.  First off, what is the average percent 
difference between the rate goal for the year and the published rate card?  
Do either Alex or Nicole have a number like that? 
 
AV – I can jump in there.  First of all, we don’t publish our rate card externally, 
so it’s all internal.  But as far as rate gap, we have about a 10% gap between 
what we call our target rates and our card. 
 
GD – Very similar to what Rachel said.  What about you Doug, is there 
something similar for your clients?  A 10% cap maybe? 
 
DW – You know, I don’t know that I have that statistic at hand really.  So, I 
don’t think I can supply a good answer for that, surprisingly. 
 
GD – Okay.  Sorry to put you on the spot there.   
 



RB – Obviously it is a tough question but one that really has to be worked 
out with management, right?  Many times I’ve seen a budget set on a rate 
card rate which basically sets you up to fail.  Because you are going to 
negotiate, and there are going to be things that you’ll learn, and you will have 
to adjust to the market.  There is a part about how as an organization you 
come up with those numbers with the idea that you come up with those goals, 
you work out your rate card, you work out your floors, from that.  Sorry if I 
was too loud. 
 
 
  



WHY DO SOME PUBLISHERS FAIL TO ENFORCE THE SAME BUSINESS CONTROLS 
AROUND DIRECT SALES AS THEY DO FOR PROGRAMMATIC? 

29min 25sec 
 

Trent Hill: Are rate cards only for internal use or do you share them with their 
customers / potential customers?  We’ve been internal only. 

 
GD -  You burst on the scene there, surprised us all.  Let’s move on to why 
do some publishers fail to enforce the same business controls around direct 
sales as they do for programmatic?  I think this is a fascinating question.  I’m 
actually going to point to you again, Doug, because I think you might have 
some experience from your various clientele.  
 
DW – Well, I think when that happens, there are a couple of instances.  Let’s 
say for a publisher that is predominately direct sales, I just think that’s 
undisciplined selling.  And there are some organizations that do that where 
they’ll take whatever the market will give them and that’s not a good method 
of selling.  I think in some cases it’s a lack of good sales leadership.  In others 
where you have quote programmatic and direct, maybe programmatic is 
driving the bus and sales is just trying to catch up so they’re more willing to 
bend the rate card in recognition that somebody can buy programmatic for a 
much lower price. 
 
GD – Alex, I think you had some thoughts on this? 
 
AV – Yeah, I agree with Doug there.  And I also say that because it’s kind of 
undisciplined selling on the direct sales side, on programmatic you have a 
much easier ability to have transparency and even to set some of these 
within the platforms that you’re transacting on programmatically.  With direct 
sales, if you let sellers out there negotiate they may over extend themselves 
or think that something makes sense and book the deal, and then it’s 
something we have to deal with internally rather than having things set up a 
certain way within a programmatic channel and just knowing that things are 
running that way. 
 
  



HOW DO YOU INSTITUTIONALIZE RATE-CARD CULTURE? 
INCLUDING AWARENESS, COMPLIANCE, AND EXCEPTIONAL 

MANAGEMENT? 
31min 36sec 

 
GD – Rachel, let me move on to the next question there.  How do you 
institutionalize a rate-card culture – including awareness, compliance, and 
exception management?  It’s really easy, right?  Alex, can I ask you?  You 
know, it’s just so, you put it in and overnight everybody agrees to it, right? 
 
AV – Yeah, it’s not that difficult necessarily.  You know, two years ago we 
didn’t have that much visibility or consistency on rate card management, so 
it really is in consistent communicating, communicating in a consistent way 
where everybody is aware of any changes that happen, occasionally holding 
trainings if necessary, internally.  And I think the key to all of it is not just 
pushing it out and saying here’s the rate card, live by it, but hoping the entire 
organization understands why we are setting the prices where they are, why 
certain things are priced higher or lower than other things so that they can 
understand it as a theory and not just a bunch of numbers on a page. 
 
NA – I was just going to say that I would echo everything that Alex just said.  
For the Globe, it requires a good system where you can get reliable, easily 
accessible reporting, and then training sessions with sales, and good 
communication, and somebody to kind of own the process. 
 
DW – I think if you’re using an order management system, that certainly is 
going to help gain awareness, compliance, and exception management 
because those rate cards should be part of the workflow process and 
anything that goes below rate cards or workflow rules should trigger an alert 
for an approver.  I’m stating the obvious I think, but once you have the order 
management system set up with rate cards, that really goes a long way with 
grabbing people’s attention.   
 
AV – I definitely second that.  That’s been a huge part of how we get that 
information out there for us here. 
 
RF – Yeah, and I’ll jump in there as well.  I think there’s a piece that Alex and 
Nicole first spoke about with communication and awareness within the sales 



organization to help understand what a pricing strategy is, why inventory is 
valued in a certain way, and why whoever is owning the rate strategy is 
choosing to add premiums or discounts based on different factors.  And then 
it’s really about sales enablement. A lot of the tools within an order 
management system are about having a rate card and having that visibility 
into what is my target rate?  How might a rate change based on what you’re 
going to be selling to the client whether that’s based on incremental targeting, 
or you’re looking to sell a viewable campaign, any number of different factors.  
Making sure at the very beginning of the process that whether it’s the seller 
or the account team that’s putting together a media plan, can understand the 
value of each and every piece of inventory and put together the most 
effective plan and understand why rates are the way they are. 
 
  



HOW DO YOU EVALUATE SALES PERFORMANCE? 
35min 48sec 

 
GD – Let’s go to another tough one.  How do you evaluate sales 
performance?  And with this I guess, how do you judge exceptions, 
discounting, do you give a report card type grade? What’s worked for your 
organization, Alex?  I’ll pick on you as always. 
 
AV: Sure, so as for report cards, we actually attempted doing things like that 
and it’s very hard to have a purely data driven evaluation of sales 
performance, I would say.  There aren’t very many …(36:35) that really stand 
out as we should have done better in this time period, why does this 
particular account decrease so much year over year.  But as far as pricing, 
you know, you see certain trends within certain industries which are … 
(36:50) Sellers tend to be assigned, I think anybody here who’s done 
pricing… How much you chalk that up to the sellers involved, is part of 
industry trends and themes.  It’s very hard to separate purely looking at the 
data especially when you are ultimately trying to create a rate card that is 
flexible and usable by all of these different types of industries.  And there are 
certain approaches you can take to address that but I think evaluating sales 
performance only on sort of, adheres to rate card, you’re always going to get 
some sort of push back from the context and the qualitative data that goes 
along with that particular instance.   
 
RF – Yeah, and I would say, in my previous life, a lot of times trying to 
evaluate exactly that, and thinking about how you’re evaluating them based 
on a score card essentially.  I agree with Alex, I think it’s really difficult to 
hone in on one specific thing, and be able to say, well, you know, this seller 
sold below rate card so we are going to penalize them specifically.  But I do 
think all of that data is valuable, and being able to look at it and understand 
and dig into the details for sellers to see which ones are consistently selling 
below rate card; what is that gap, who is their client base.  When we’re 
looking at rate card floors, what is the effective CPM that they’re selling at.  
And I think that’s one of the most valuable metrics to look at aside of just rate 
card floors.  Especially with the competition for inventory and programmatic 
sales because there’s a lot of overhead when it comes through the direct 
sales process.  If you think about, the seller, the account team that supports 
the account, ad operations, to understanding what the effective CMP, total 



CPM is, plus those incremental costs are really important.  Not the only factor 
to evaluate sales performance, but something that should be considered in 
thinking about how well they’re doing.  It’s not just about the sale and revenue 
anymore, it’s about is it a good sell. 
 
GD – Hmm, so you’re saying you shouldn’t punish the sales team huh, no 
lashes or anything, too bad. 
 
AV(?) - … at one of the other places I worked, we did try to tie seller 
compensation directly to rate card compliance, and I won’t get into detail too 
much but it did not work out very well.  Primarily because the better sellers 
kind of knew they could get the job where they weren’t held to something like 
that and those were the ones who ended up leaving.  And often because 
they were getting penalized for situations that were maybe outside of their 
control or maybe not capture the full context of their sales effort. 
 
  



HOW CAN RATE CONTROLS PERSIST WITH CONSTANTLY 
MORPHING INDUSTRY INITIATIVES SUCH AS VIEWABILITY AND 

BRAND SAFETY? 
40min 30sec 

 
Which of these other factors is most significant in influencing your rate card model? 

Supply (targeting / segmentation, viewability, etc.) 57.1% (8) 

Demand (ad format, etc.) 0% (0) 

Added execution cost (ad ops costs, technology / vendor costs, etc.) 7.14% (1) 
Sell-through / seasonality 35.7% (5) 

 
 
GD – Yeah, that makes a lot of sense, I’m not surprised that you’d say that.  
Well, we’ve only got a few questions left here but you know I’d love to hear 
from you guys.  Please, put your questions in the attendee chat and there’s 
a poll up too, we’d love your answers on that.  And this is another tough-y.  
How can rate controls persist with constantly morphing industry initiatives 
such as viewability and brand safety? And actually, I think I will pick on Doug 
for this one.  Any thoughts there? 
 
DW – I do have a couple.  So, I think you need to separate the rate 
conversation from the discrepancy conversation.  And yeah, we’ve been 
talking about how you evaluate sales performance etc. and there’s only so 
much you can do in regard to rate.  I always think that if they’re making their 
budget we start there, and if not, we try to correct it.  But, there are going to 
be an increasing numbers of discrepancy in our industry because of 
viewability, verification, brand safety, all of those things.  I don’t really think 
it’s sale’s responsibility.  I think it’s sale’s responsibility to sell at the right rate.  
I think it’s ad operation’s jobs to manage discrepancies and apply buffering 
so that the contract delivers in full.  So that’s my thought on that. 
 
GD - Rachel, I’m going to turn to you real quick. How have you seen 
organizations that you work with deal with the turbulent metrics? 
 
RF – I was hoping you’d turn to me. 
 
GD – Aww. 



RF – I think to start is to understand what the impact of these new initiatives 
are.  I mean, you call out viewability and brand safety here, but viewability 
and brand safety are, I don’t want to call them issues, but the topics of today 
and they won’t be the topics of tomorrow.  So, it’s constantly evolving and 
the way that I look at it is, these are factors that impact supplies so, if you 
have viewability and you have discrepancies and you’re going to sell to a 
viewable standard, when you sell to a viewability standard, that you are 
selling an incremental portion of your inventory that goes to waste that you 
need to account for.  And then, in addition to that, there’s also a cost 
component.  So if you have brand safety or viewability, you’re typically paying 
some sort of vendor fee, so it’s about figuring out the impact of what I’ll call 
an hard cost and soft cost standpoint, how that might change your rates and 
your price and being able to incorporate that.  When I say incorporate that, 
it’s also back to that order management system and the tools to be able to 
react to changes like this.  When you have a change of viewability, there’s a 
question of, okay, we need to price our inventory.  How do we reprice it? 
How do we then inforce a new rate strategy and have the tools for that?  And 
a lot of that work, I think that we’ve partnered with Alex in terms of 
incorporating some of those strategies and building out our dynamic rate 
capabilities to be able to be more responsive so that when you have a new 
industry initiative, that you’re able to respond to that quickly and not wait 
three months, six months, a year to roll out any kind of rate strategy and 
inforce that.   
 

46min 
Simon Goldrick: At what point would you consider rethinking your rate card, and 
repricing inventory? 

 
AV – Yeah, I agree with everything everyone has said, I think when you come 
up with a general overarching rate strategy you kind of have to be ready to 
adjust to new things that are happening.  It’s probably once a week, if not 
more, that I get a request for pricing that doesn’t really fit into our existing 
rates that well.  But to go back and sort of making sure that everything is built 
on a foundation of reasoning for why you price things a certain way, and 
that’s sort of spread throughout the organization, then it’s easier to say, well, 
what they’re asking for here is kind of comparable to what we’ve done before 
and how we approached it so let’s take a similar approach to that.  
Sometimes, it’s more a stab in the dark when you say, well, it seems like this 



has some additional value, so let’s just test it and see if we’re able to sell 
through at this rate.  So, it’s sort of like, knowing there’s always room for new 
things to pop up in the industry and having the organization built to respond 
to those things in a speedy matter. And then ultimately, if you keep seeing 
the same kind of things popping up… (46:08) then you fold that in to the 
overarching rate structure.  
 
  



WHAT DOES IT MEAN TO FUTURE-PROOF YOUR RATE CARD? 
46min 11sec 

 
GD – Nice.  And that is a great segway into our final question.  What does it 
mean to future-proof your rate card? And is this a trick question?  Is it 
possible to future proof your rate card?   
 
DW – I’ll take a wack at it, Gavin.  So, I guess I would look at the question a 
different way.  Would it be wrong to look at it as “how do you keep a rate card 
from being irrelevant in the future?   I mean, that’s kind of the way I’m looking 
at it.  And, I think some of the stuff we’ve already talked about like seasonality 
and maybe event or… (46:57) driven rates like the MTV music awards or 
something like that.  But, I think a big part of it is reviewing every six months 
for demand because if you’re selling something at a $30.00 CPM into a 
content section that is 98% sold out, well that’s a good reason to take a look 
at the rates and adjust them.  So, I think keeping it relevant in the future is 
about reviewing it and reviewing the trends and yield.   
 
RF – I will challenge that comment slightly.  With a six month time frame, but, 
I do think that the bones are there. To me, to future-proof your rate card is to 
position yourself in a way that you can be responsive and understand that 
your rate card is going to be dynamic.  And, I think that goes from a 
management standpoint, having the right tools and tech in place so that you 
can be more dynamic in terms of rolling out new rate cards as well as an 
awareness standpoint.  In the old days, people were used to receiving a rate 
card probably once a year, maybe every six months and that concept needs 
to change.  Factors are going to change on a monthly basis, maybe even 
more frequently than that, so it’s about having the right tools and positioning 
to be able to respond to changes and having the awareness and the 
organization that rates aren’t static.  They’re going to change based on new 
factors.  And they can change today, tomorrow, in a week from now, and that 
just needs to be part of this new concept of rate management. 
 
GD – That’s interesting, and that leads into the question that Simon asked 
which is, “At what point would you reconsider rethinking your rate card, and 
repricing inventory?”  you’re suggesting almost monthly you should be 
updating it.  Did I get that right? 
 



RF – Yeah, so my feeling is that it depends on to what extent.  I do think you 
need to be responsive.  On a monthly basis, you always need to be looking 
at sell-through to changes in the marketplace and reevaluating to say, “I may 
have priced out inventory at ten dollars this month, but what I’m seeing a 
month later is that we are almost completely sold out, so does it make sense 
for us to leave a rate card price at ten dollars?” you’re probably going to be 
leaving money on the table.  So, I do think that you need to be looking at 
changes of supply and demand and potentially other factors definitely on a 
monthly basis, and not waiting until it’s too late.   
 
GD - So, I’m curious, do you think there should be a specialist?  Someone 
that can be the rate card manager?  Or is this more of a team thing? 
 
RF – I think it really depends on how large of a business you’re supporting.  
I definitely think it’s great that there’s a new discipline for yield management 
and it’s really a focus on people who are dedicated to looking at inventory, 
looking at all the different factors that would go into coming up with a rate 
strategy that makes sense and positions an organization to meet their 
business goals.  Maybe that’s one person, maybe it’s two, maybe it’s ten.  It 
really depends on the organization and there are whole hosts of 
responsibilities that are included within that role.  The analytics portion, the 
rate card management enforcement piece and review.  We talked a lot earlier 
about that there’s a negotiation process and deals going out below floor.  
This team should be the one that’s evaluating deals and should be 
understanding if it’s a good deal or a bad deal and should we take it.  Yeah, 
I just think depending on the size of your organization how many people you 
need to support that kind of operation. 
 

52:00 
Sebastiaan Postma: How would we prep buyers for a dynamic rate card?  Would 
WPP except an annual rate card where the rate fluctuates per month?  It might 
give some planning issues for agencies. 
 

GD – I think Alex had some thoughts on that?  I’m kind of curious.  You 
started to talking about how it works currently at Conde Nast. 
 
AV – Yeah, we’re similar to that and I think there’s two sides to Simon’s 
question here.  There’s considering adjustments on a seasonal basis based 
on trends, based on what the market is telling you.  I sort of read the question 



as when do you completely rethink your entire pricing strategy that 
everything’s built on.  Which hopefully you don’t have to do that often.  I think 
that everything Rachel was describing was more along the lines of making 
tweaks here and there, making sure we are still able to sell the way that we 
need to.  If one of two things are happening I would kind of say that maybe I 
was wrong about everything, and that would be if first of all, we were basically 
not anywhere close to our revenue goals, not closing deals at the rate that 
we need to or b, if the number of deals that go out below rate card go from 
ten to fifteen percent, to fifty percent.  You don’t want the team who is 
evaluating… (53:20) And that’s where you want to find that balance of having 
a rate card that works in 85 of 90 percent of the situations but has a little bit 
of room for flexibility as well. 
 
GD – Interesting.  Sebastiaan brought up in the comments brought up a very 
interesting point.  “How would we prep buyers for a dynamic rate card?  How 
would WPP except an annual rate card where the rate fluctuates per month?  
It might give some planning issues for agencies.”  
 
AV – Right, and I can speak on that as well.  It was a very good question.  I 
think that holding companies like WPP are not that willing to consider those 
kinds of things at that sort of investment seat(?) level.  We’ve tried it; we’ve 
tried various things to try to sort of control for the pacing because you don’t 
want to for instance give WPP a big discount and then they spend all their 
money and you’re…(54:20) for the next quarter.  But they generally are 
looking for a kind of one size fits all sort of solution and, for seasonal pricing, 
they don’t seem to be that receptive to it.  You can do other things to 
incentivize spending the way you want such as, you know…(54:40) but in 
my experience, working with those teams at the holding companies, they are 
really looking for that one size fits all solution.  Now, whether that actually 
works when you get down to the buying seat(?) level, is another question. 
But, yeah, they’re definitely pretty resistant to that. 
 
DW - …(54:55) A lot of times, they need their client to sign a media 
authorization form which locks in the budget for that campaign or for that 
quarter.  I think it would be very challenging to have a rate card that, not only 
for publishers, but for the agency clients, that dips(?) like the stock market, 
you know, every week or every month. 
 



AV – Yeah, I definitely agree.  Probably could have another webinar on that 
topic alone. 
 
GD – We will think about it for the next one.  We are running out of time here.  
We’d love any final questions.  Another really good one that came in was, 
“Are rate cards only for internal use or do you share them with their 
customers / potential customers?”   
 

55:52 
Sacha Lein:  What are your sources for looking at “market pricing”? 

 
NA – I can respond for The Globe.  Ours is an internal rate card only.   
 
GD - And why did you guys decide, do you think you’d ever change your 
mind on that?   
 
NA – I’m not sure, I’m not sure I’m the right person to answer that. 
 
DW – I see most publishers that we’re working with that would… (56:30) not 
share their rate card externally.  It could actually backfire if somebody wants 
to reference a rate card and question why there’s negotiation going on with 
public rates or maybe the rate card is outdated.  So, I see the same thing as 
what you’re doing there. 
 
GD – Yeah, my question would actually be.  In what circumstances would 
you share your rate card externally?  It doesn’t seem like it would be very 
advantageous for the publisher.   
 
AV – Yeah, I definitely agree with that.  I want to echo what everyone said.  
And part of it as well is that we actually have some sellers and some clients 
who are able to definitely sell above the rate card, we wouldn’t want to 
undercut their ability to do that.  And at the same time, we have certain 
products that are really geared towards clients that are the most price 
sensitive and have certain advantages for us which is why we are able to 
provide them at a lower rate in general, but we wouldn’t necessarily want 
every client to be aware of that sort of budget option.  So I would agree, we 
keep these things internal. 
 



GD – Well put, and I’m just going to take up a couple more minutes of your 
time.  I think this question that Sacha just put out there.  “What are your 
sources for looking at “market pricing”?”  We also had a question that didn’t 
make the list about do you follow industry pricing benchmarks? Anybody 
want to jump on that? 
 
DW – I’ll just say obviously, it’s a really tough question.  That’s always the 
Holy Grail there which is create a rate card that is just slightly under 
everybody else but reflects market pricing and since programmatic, when 
you’re talking about directives, those are hard metrics to come by and you 
kind of have to do it as a sleuth.   
 
AV – Yeah, it’s definitely one of the toughest questions to answer.  There are 
some third-party vendors that say they’ll give you this but when you dig into 
their data, they become a little bit less reliable.  Programmatic has really 
been great in this regard because you just see what people are responding 
to but again, you don’t see the big picture.  So, a lot of times it comes down 
to testing your own accounts, seeing what they’re willing to and basing your 
prices off that, just doing the best you can 
 
GD – Well put.  Rachel, did you want to add something there? 
 
RF – I’ll just echo what everyone’s been saying.  I think if the metric 
everybody wants everybody wants to understand what the market with bear, 
but, there are some companies out there that put out some market pricing 
but it’s really difficult because it’s hard to know the details of what exactly is 
being sold, and what are you comparing.  Are you comparing apples to 
apples and that’s always the challenge with any sort of benchmarks that are 
out there, so I don’t really have a good answer. 
 
DW – I say kudos to the order management vendors because they have all 
that information but I’ve never encountered any instance that it wasn’t held 
in complete privacy.  For anyone concerned about that, the order 
management vendors are, they’re real guardians of that information and they 
don’t let it out. 
 
GD – It is part of the code of the OMS.  It’s like a blood oath as soon as they 
start selling.  Well, I think this is going to wrap it up.  I want to thank all of you 



guys for all your insight today.  Some great stuff, really enjoyed it.  We are 
going to have a recording up very shortly on admonsters.com but here’s a 
little native advertising on my part. The AdMonsters Publisher Forum in 
Huntington Beach is next week – there are only a couple of seats left, they 
may have gone while we were on the webinar.  Take a look at the agenda, 
it’s got a lot of stuff on Order Management Systems and Rate Cards.  And 
much more exciting is OPS on June 4th and 5th in New York City.  It’s going 
to cover everything.  Invite your agency friends, invite your brand friends, 
invite your tech vendor friends.  But tell them that they have to sponsor.  We 
look forward to seeing you at future events, and we will definitely have more 
webinars.  Thank you again for coming out, and we’ll see you soon. 


