Do you have to have
a prayer session
before raising the

price by 10%?




Do you have to have a prayer

session before raising the price by
10%?

Pricing is where the push comes to shove.
You can have the smartest strategy and best innovations.

But if you can’t monetize it, what’s the point?

Maciej Kraus Ph.D.
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v You have faith in a greater force

v Your product sucks and all customers will
leave

v You don’t belive in what you do (imposter
syndrome)

v You’ve never done it before



v You’ve never done it before
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Did you raise your price in
20247



Q 2024 SaaS Pricing Index

Average Price Increase

IFTTT —>
150%

100%

ANACONDA
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mixpanel
® - 25%
wix &
&) SQUARESPACE 10% lll%
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50%

PricingSaaS.com/pricingIindex (January 1st - September 30th, 2024)
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“Pricing is like
teenage sex:

everyone SAYS
they’re doing it, few
are, and if they are
then it’s not as great
as they say it is.”
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4 pricing hats

Entrepreneur

Investor/ VC

QUEEN
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Ph.D. / lecturer
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Number of pricing projects:

Cumulative profit &
performance improvement

experience:

20 years +
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My goal is to give
you a summary of

my 20y In pricing In
1 h...




All startup advice is only useful in context, and I ama firm

believer that & . FyEgeed-0cneriC Startm

BMeERYICe=50 take what is written here W1th
a grain of salt——lt 1S Very much one person’s experiences, not a

rulebook for what is correct for every company in every context.

[f the high-growth stage at your company feels like a chaotic,

scary, stressful shitshow, don’t worry. It feels that way for every-
; » .2 '

one the first time around. Buckle up and enjoy the ride!

Elad
(@eladgil
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is a tool to help you learn
and grow faster
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Pricing can teach you:

v" Who wants your product (lower paing customers churn faster)
v" How much they want it (PMF justification)
v" How much value your product provides

v" Which channels you can use to acquire customers
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* Work of monetizing is often viewed as
unsavory, dirty, and detrimental to true
innovation and business

* Asking product manager and engeeners to
think about pricing and willingness to pay
infringes on their creativity
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FRASTER HUORSES

H.FORD

PEOPLE DON'T KNOW
WHAT THES WANT UNTLLU
=0U SHOW LT TO THEM

S.J0BS
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https://www.youtube.com/watch?v=QUuFbrjvTGw STEVE IPAD
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https://www.youtube.com/watch?v=QUuFbrjvTGw

HOW MUCH DO
=0U U_I1KE OUR
Nell PRODUCT 2

1-5




wouULD 30U
BUS OUR NeW
PRODUCT

$107




wouULD 30U
BUS OUR NeW
PRODUCT

$207°
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Make value to Customer the Center of Your Process

“3h

2/

-~

“My team has created a very innovative solution,
but we’re still looking for a problem to go with it.”
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PRICING

STRATEGY




Pricing is a skill

you have to do the heavy-lifting
yourself



4
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Most growing companies spend more time on selecting toilet paper than on
pricing

8 How much time per year do you spend on:

0
72
(n-1,432, % of answers, tech SaaS companies)
c0 On average a
50 growing tech
BT would change it
40 e o .
35 Custodian supplies pricing logic
| I

every 2+
7
3 years
_

2

8
5
-1

10h or 11h-50h 51h-100h +100h

less
‘ Startups spend 15 hours per year on picking out toilet paper, compared to an average of 12
< hours in the entire history of their business on pricing

Source: openviewpartners.com/blog/state-of-saas-pricing/



Pricing is a skill

why should I care?
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You should spend much more time on your pricing

(n-734, SaaS companies)

12

10

LTV/ CAC

4 3,2

11,4

No pricing Yearly pricing Continual
function review pricing
optimization
‘ If you want to be a successful CEO, build your pricing muscle!

Source: openviewpartners.com/blog/state-of-saas-pricing/
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Pricing is more than just the
number on the page. It’s
packaging, positioning,
localization, and dozens other
pieces.

Prepare for continual price
optimization: You should be
changing up your pricing every
six to nine months.

Pricing is a process and should
be a continual effort. You don’t
have to do everything in one
go, and shouldn’t, because
your market, customer, and
product are constantly
evolving.
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Tools of titans: Marc Adreeissen ,,Too hungry to eat” ACADEMY

Tim Ferriss in his interview with Marc Adreeissen asked

Too LS OF him a simple question: If you could have a

I I IA N S billboard anywhere, what would it say?

THE TACTICS, ROUTINES AND HABITS
OF BILLIONAIRES, ICONS
AND WORLD-CLASS PERFORMERS

Raise prices

FROM #1 NEW YORK TIMES BEST-SELLING AUTHOR

TIM FERRISS
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Tools of titans: Marc Adreessen ,,Too hungry to eat”

TOOLS OF

THE i ND HABITS
AND WORLD-CLASS PERFORMERS

ACTICS, ROUTINES Al
D-C|

TIMES BEST-SELLING AUTHOR

TIM FERRISS

If you could have a
billboard anywhere,

what would it say?

Raise prices

QUEEN
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,It has become absolutely conventional
wisdom in Silicon Valley that the way to
succeed is to price your product as low as
possible under the theory that if it's low-

priced everybody can buy it and that's how
you get the volume.

It's a problem called "too hungry to eat.

And so, probably the single number one
thing we try to get our companies to do is
raise prices

Is your product any good if people won't
pay more for it?"

* Mark Anreeissen- funder of Andreessen Horowitz- one of the biggest VC funds in the world
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Ed https://www.youtube.com/watch?v=462a3SW8Ggs
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m CEO
Product
= Marketing
Finance
® Pricing manager/ dedicated pricing person
®m Responsibility not clearly assigned, but a lot of

people are interested and involved
m Sales

Pricing is not changed because of politics. Noone
owns it and is responsible but everyone is interested

50



The more people
touch pricing in your
company, the more it
goes DOWN...
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Your Pricing Committee

Product Leadership

Corp Dev/Finance Leadership

Sales Leadership Marketing Leadership

Main Coordinator Typically in Product or Marketing

Main Decision Maker
(could be a member of the committee, as well)

Meet every quarter minimum!
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Price change — good idea?

Impact of pricing changes on revenue Growth (2022)

42%

25%
14%

17%
]

Decrease 0-9% increase 10-24% increase 25-49% increase 50%+ increase

Source: openviewpartners.com/blog/state-of-saas-pricing/
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How do you do pricing today?

1.Cost-Plus Pricing
2.Competitive Benchmarking

3.Value-Based Pricing

4.Dynamic

5.Subscription & Hybrid Models
6.Internal Decision-Making Processes
7.Time-Based Pricing

8.Ad Hoc & Experimental Approaches
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So, how can we set the price?

There are three approaches to pricing strategy

- Costs

elements are properly
included in the price

? What do the particular
e elements mean?

* Making sure that all cost

QUEEN
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Competition Value for Customer

Understanding differences in * Understanding the customers’

price compared to competitors’ Willingness to Pay (WTP) for
price particular elements of the
Setting the targeted difference offer

* Proper pricing of the value
delivered to the client

(e.g. index) between our and
competitors’price

Ensuring the implementation
of prices is in line with the
assumptions

? Popularity
]

2

>

o
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So, how can we set the price?

There are three approaches to pricing strategy

- Costs

* Making sure that all cost
What do the particular elements are properly
P elements mean? included in the price

Competition

Understanding differences in
price compared to competitors
price

Setting the targeted difference
(e.g. index) between our and
competitors’price

’

Ensuring the implementation
of prices is in line with the
assumptions

QUEEN
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Value for Customer

* Understanding the customers’
Willingness to Pay (WTP) for
particular elements of the
offer

* Proper pricing of the value
delivered to the client

>
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Sequoia Capital: pricing rule XPCEA%\E/L%
A ~ SEQUOIA 112
PERCEIVED
VALUE INCENTIVE
TO BUY
PRICE
INCENTIVE
COST TOSELL

o /

Usually, companies fixate on the gap between how much their products cost to make and how

much they charge for them. But you should also focus on the gap between your price and how

much value customers think it delivers, a concept known as perceived value.

Source: https://www.sequoiacap.com/article/pricing-your-product
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=

You

Pr

‘ Competitors

>

Price positioning

>

Price / value

Value delivered
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Your pricing is the exchange
rate on the value you’'re

creating in the world
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o g &S
| I
| ‘ | >
SUPPLIER SURPLUS COMPANY SURPLUS  CONSUMER SURPLUS
o~ VALUE CREATION

VALUE CAPTURE

67
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Open Table
Homeaway
Comparison Shopping
ebay

oDesk

AirBNB

Expedia

Amazon Marketplace
Fandango

Priceline
TicketMaster

Steam

iTunes

Facebook Credits
Groupon

Shutterstock

2.5%

6.0%

9.9%

10.0%

11.0%

11.9%

12.0%

12.5%

18.5%

26.0%

30.0%

30.0%

30.0%

38.2%

70.0%

Rake levels mm“

Reservation fee / average meal per person

Estimated (low due to use of listing model instead of transaction)
Estimated

This is partially listing fees, partially marketing fees, and part PayPal.
10% on top of all work billed

3% + 6-12% depending on size of transaction

Per 2012 10-K

Guess based on rate table

Fee charged to user / ticket price

Per 2012 10-K

Estimate for tickets sold by TM (non box office) - very har to discern
Rate Card

Rate Card

Rate Card

(alculated from 2012 10-K. Does not include direct goods.

From S-1
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Pick
PRICING HIIMMER

75
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What’s your north star metric? :‘;&;’:ﬁ
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All I’'m offering is the truth. Nothing more

and you have a nice lifestyle Fag
business and live off of it *+

ﬁand you hope to be the next
' Unicorn

...and | show you how deep the rabbit hole goes
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What's the main priority in your pricing strategy?

@ Revenue growth
@ Volume growth
@ Profit margin %
@ Profit margin $ (value)
@® Market share
v @ Unit economics

® EBIDTA %, EBIDTA growth

78

What answer would your team give???
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Avoiding the “yo-yo” effect

Profit

QUEEN
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Define the priority and focus of your company

Volume PN

VS

O L&

Volume N

& &

Revenue N Profit P Revenue N

Q Finance O Marketing .Sales Q Finance

CONFIDENTIAL

Profit PN

O Marketing . Sales

QUEEN
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Profit equation
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Profit equation

Profit=

volume * (price-variable costs)- fixed costs
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What is the importance of price?

QUEEN
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If we could, right now, with the use of magic wand:

Increase sales volume by 10%

b Reduce variable costs by 10%
<* B YRR
A

' Reduce fixed costs by 10%

n Increase prices by 10%

G Which one would You choose to increase profit?

84
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BEST WAY TO INCREASE PROFITS
AccorRDING TO AMERICAN CEOs %

1 Wrong
NCREASE SALES VOLUME
Answer §
f\ )
INCREASE PRICE .

I American CEOs

n= statistically significant number of
0% 20% 4O% ©0% 80% 100%

REDUCE c0OSTS




Example : price change impact

D) . impact

10% improvement in...
Lever Revenue ( min) Profit (m)
Oold New Oold New | Old New
Price 100 110 100 110 10 20
Variable cost 60 54 100 100 | 10 16
Volume 1 min 1.1 min 100 110 10 14
Fixed costs 30 min 27 min 100 100 10 13

100%

60%

40%

30%

QUEEN
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The magic of pricing formula

And our current profitability is...

5%

10%

15%

20%

25%

30%

35%

40%

45%

50%

If we decrease price by...

5% 10% 15% 20% 25% 30% 35% 40% 45% 50%

100% ................. ...........................................................................................................................
50%200% ................. ...........................................................................................................................
33%100%300% ...........................................................................................................................
25% 67% :.:50%‘:‘ 400%

11% = 25%  43% 67%  100% 150% 233% 400% 900%

QUEEN
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Price reductions often
demand impossible to

achieve volume
increases.

“... If our current profit margin is 25%, and

we consider a 15% price decrease, we
need to sell 150% more to keep our
USD profit...”
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The magic of pricing formula

And our curren profitability is...

5%

10%

15%

20%

25%

30%

35%

40%

45%

50%

If we increase price by...

5% 10% 15% 20% 25% 30% 35% 40% 45% 50%

QUEEN
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Price increases can
bring Very profitable
effects...

“... If our current profit margin is 25%, and
we consider a 15% price increase, we
can sell 38% less and will keep our
USD profit...”



Initinal situaltion:
Price ($10), Volume (10), Revenue ($100), Profit ($20)

Volume
(items)
10
Profit
Cosls
$80
-10% Price, Revenue stable: Y e T -10% Revenue, Price stable:
Price ($9), Volume (11.1), Revenue ($100), Profit ($11.1)) Price ($10), Volume (9), Revenue ($90), Profit ($80))
TVolume Volume
(items) (items)
i
10 10 ..........................................
‘ 9
Profit
$11.1
Profit
$11.1
(-45%)
Costs Costs
$88.9 $72
$8 $9 $10 $ 58 $10 $

Costs Price Costs Price
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Formula?
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| % price change|

How much more (%) we must sell=

% margin +/- % price change



How much more (%) we must sell=

How much more (%) we must sell=

How much less (%) we can sell=

| % price change|

% margin +/- % price change

15 % 15%
150%
25%-15% 10%
15 % 15%
37,5%

25% + 15 % 40%

QUEEN
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So ...

|F customers leave once you
Increase the price
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So ...

|F customers leave once you
Increase the price

You don’t provide value!!!

(and it's not a pricing problem but a strategic
problem...)

It's difficult to grow something that sucks...

QUEEN
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N

Revenue

Volume

Price

Revenue
Margin

Price to maximize
Price to maximize

101
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Revenue Maximum

N

Profit Maximum

7

S

100 A
50
v
8 o
8 M
<80 - Cost = $1.00
—-100 A
- Revenue
— Profit
i T T T T T T
0.00 1.00 2.00 3.00 4.00 5.00 6.00

Price ($)

QUEEN
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My pricing philosophy- do you agree?

These days it’s a mistake to chase volume.
It's so much easier to make 100 people
happy at a higher price than to make 1,000
people kind of happy at a lower price.
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What would you chose?
=10% volume decrease

(keep price unchanged)?

= 10% price decrease
(keep volume unchanged)?

105
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What would you chose?

106



June 2007
4GB

$499

3GB

$599
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June 2007
4GB 8GB

$499 $599

...2months later
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June 2007
4GB 8GB

$499 $599

...2months later

NOW $399
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Smartphone Prices: Apple iPhone vs. Market Average

* Price€ 1199

1000 - 407
907

-

792
506

500 -

.4

401

iPhone

Market average

2015 current
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Q' Apple’'s Product Revenue

2007-2023

-

5

iPhone
$200.6B

| services
$85.2B
& iCloud
sty

I - m
¢
i
{ n
* >

&) D | Accessories
' U | $390.88
& iMac
$29.4B
@ iPad
$28.3B

‘m E & O
launched

iPod

discontinued

2007 2010 2015 2020 2023

113
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_________________________________________________ DealerA 4\ ... Deaerc Zwyciezca
Okres | Cena(wz)  Wolumen (w szt) Zysk (w 2 Cena (wz)  Wolumen (w szt) Zysk (w 7) rundy
0 80 000 zt 20 50 000 zt 80 000 zt 20 50 000 zt
1 80 000 zt 21 55 000 zt 82 000 zt 19 83 000 zt C
2 85 000 zt 17 120 000 z 82 500 zt 20 100 000 zt A
3 86 000 zt 17 137 000 z 84 500 zt 19 130 500 z A
4 85 000 zt 18 130 000 z 86 500 zt 17 145 500 zt C
5 90 000 zt 14 160 000 z 88 000 zt 17 171 000 zt C
6 89 999 zt 15 174 985 z 89 600 zt 16 183 600 zt C
Srednia | g6 000 2t 102 776985zt | 85517zt 108 813 600 zt
/Suma
Zwyciezca!
o' .utué::_._Dealerg oA ] Dealer D Zwyciezca
Okres | Cena(wz)  Wolumen (w szt) Zysk (w zh) Cena (w )  Wolumen (w szt) Zysk (w zh) rundy
0 80 000 zt 20 50 000 zt 80 000 zt 20 50 000 zt
1 80 000 zt 20 50 000 zt 79 999 zt 20 49 980 z B
2 81 700 zt 18 70 600 zt 78 000 zt 23 19 000 z B
3 85 370 zt 17 126 290 z 85 000 zt 19 140 000 z D
4 84 970 zt 18 129 460 zt 86 500 zt 17 145 500 zt D
5 86 700 zt 18 160 600 z 90 000 zt 15 175 000 z D
6 88 400 zt 18 191 200 z 95 000 zt 13 210 000 zt D
Srednia | g4 523 71 109 728150zt | 85750 zt 107 739 480 zt
/Suma
Zwyciezcal
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Give lower price in exchange for:

v First user, first purchase
v' A valuable logo, action
v'If you get lock-in
v'Renew at a higher price
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We are in the midst of a ggenerational SHIFT to the SUBSCRIPTION ECONOMY
Products—> Services, retationships

STATIC Business Model DYNAMIC Business Model

je

product

A
% B 0 C
|

fe

channels

|

customer channels

i\
i\
o\
) —
) —

125 STRICTLY CONFIDENTIAL
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What part of your morning
routine can we help with?

Shaving Showering Brushing Teeth

v v

You qualify for a 15% Handsome Discount!

127
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Be your family's hero:
save time and money
with Subscribe & Save

« Automatic deliveries of your favorite items
« Save up to 15%
« Skip or cancel anytime

128 STRICTLY CONFIDENTIAL
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Double digit numer of competitors in the market.... ACADEMY

% _
=~ YOUR FAVORITE

e= CONDOMS FOR
: A FEW BUCKS
P® | AMONTH

STRICTLY CONFIDENTIAL
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Use, don’t own- customer-centricity of subscirption business model ACADEMY

Subscription is a powerful business model because it creates an environment where
the default customer behavior is retention, as opposed to one where the default
behavior is churn

Appeal for businesses: predictability,
recurring revenue, can grow as usage
grows, customer insight, upsell/
cross sell, risk mitigation for R&D,
drives relationships, quicker time to
market

Appeal for customers: better
alligned with value, cost,
convenience, and customization,
continious innovation, risk reduction,

130 STRICTLY CONFIDENTIAL
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. Subscription model implementation

STRICTLY CONFIDENTIAL
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PRODUCT MARKET

.I TARGET VALUE PROPOSITION
CUSTOMER l I
2 PRODUCT-MARKET
UNDERSERVED FIT
NEEDS

STRICTLY CONFIDENTIAL 132
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These streaming subscriptions are
getting out of hand.

Annual Streaming Price

B -

YouTBRed $120

o

& Harvare  $50,420
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Fundamental question: What do we want to achieve?

How do we define the top priority: acquisition of new customers, increase of ARPU or customer
retention?

What would we like to achieve?

GET BOOST KEEP

= How to attract new = How toincrease = How toimprove
customers? ARPU? retention?

O
i e y

D
7
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Fundamental question: What do we want to achieve: ACADEMY

What do we want to achieve?

' v

=) Acquire ‘.‘ Monetize . Retain

= How to attract more = How to increase ARPU? = How to increase client
potential clients? (Volume) (monetize the current retention (limit the user

= How to convince them to client base) churn)?
buy? (Conversion) = How to cross-sell and up- * How to increase revenue

* How to attract more sell? retention (limit discounts
clients faster? (Velocity) = How toincrease client and downgrades)?

* How to increase their referrals? = How to improve product
willingness to pay? (A-ha adoption?

mome%) o QO
L} =N
N 8 N

v

135



Acquisiton is now
table stakes
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Pricing can have a real impact on a company's success

Revenue impact of different growth levers

3,3%

Customer
Acquistion

12,7%

Monetization
(Boost)

8,6%

Retention (Keep)

QUEEN
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»This thing called price is really, really
important. The only difference between
companies that succeed and fall is that
the winners figured out how to make
money. The winners thought deeply
through the revenue, price, and business
model”

Steve Ballmer, CEO Microsoft 2000-2014



Choose the right upsell
path
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There are 5 different upselling paths ACADEMY

All-in Category Category Good-Better- Modular
package packages packages Best packages packages
One offer with Packagfes with all Packages tailored to - Pack.ages with Customized, build-
.. features in a product segments or use increasing features
everything included . your-own packages
category cases and services

Bloomberg sleforce Linkedfl] 4+slack () twilio

Good-Better-Best is the most popular upselling path.
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NDR (%) among Saa$ IPOs from November 2020-2023

Source: public data,
What is Net Dollar Retention? Net dollar retention (or net revenue retention) is a metric used to measure a company's year-over-year performance. It compares the amount of revenue that a company brings in
140 a given year from the previous year's existing clients.
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Usage-based pricing is popular among SaaS$ leaders ACADEMY

SaaS$ leaders using usage-based pricing B Usage-based SaaS

) I
Y
e’é\o o,°\° o,°\° q‘;\° o b o Subscription Saa$
VRTS8 s e e o
SN N A SR, ST S LR S SR
N N N N N »o’ N/ o\o o\o
AR AL SV AN L P I
| ‘ ‘ YNy S O)‘S\
NPT S Ut S S I S V. R .- S G P T - SO S R C O IR C P C R Sy
\‘i*\'b & & &,Qz &° Q}’g’ 15@6 ,\,o° 0\9% é"’é\ &@ éoo ?f”b o’bQ\ P %00 &&\ < $\b 08‘\@ Vt\Q}'z» §@ /\90 o°<:\o°\l. é‘b\
o 2 RO Lol AP K SN+ ? C

Source: public data
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Home
My Tasks
Inbox

Portfolios

Updated! Workload

Marketing

Team Awesome

Design

Portfolios and Workload

Mission control for your projects and teams

Marketing initiatives

Customer event o

Brand campalgn

New product launch 0
Website redesign ® O Track

(o .

g} Customer event ® On Track
Community program ®0

Monitor the status of key initiatives and your team's capacity with Portfolios
and Workload.

2

=
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WHAT YOU'LL BURN WITH
A GYM MEMBERSHIP

B Calories
[ Money

144
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Percentage of Users Still Active

100

60 H

40 H

20

T [

Retention Curves for Android Apps

@buett ra

|

|

13 7

14

30

Days since App Install

60

90
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® Top 10 Apps
® Next 50 Apps
@ Next 100 Apps

® Next 5000 Apps



Clever ways to boost retention

Who viewed your profile
621 prafile viewers in the past 90 days '320/0 since last we
120
90
60
30
0
Mar 1 Mar 15 Mar 28 Apr 12 Apr 26 May 10 May 24
7 Hide trends
Back
nagement 2 9 have job title Project Manager & 1found you via Endorsements
Reload
Save As...
Print...
Cast...
Translate to frangais
@ Block element Q
View Page Source Unlock the rest of the list with Premium
o] fterosted In you from this source plus the full list of people who viewed you In the fast 90 days
Speech >
Try Free for 1 Month
146
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Your Social Selling Index

Top 1 o/

70

Tor 1

Network SSI rank

1 of 1
Team SSI rank Industry SSI rank

Current Social Selling Index @
Four components of your score

s«onal brand @

21,09 | Establish your profe

81 16.64 | Find the right people @
i e —
out of 100
18 | Engade with Insights @
25 | Budd relationships @

People in your network

\

People in your industry

~,

People in your team

E!

-

People in your team have an
average SSI of 81.

You rank 1of 1

No change sires &

j 37

Sales professionals in the Business
Consulting and Services industry
have an average 5S1 of 37.

You rank in the top 1%
No change since last weak

3 47

/

People in your network have an
average SSI of 47

You rank in the top 1%

No change since st wiek
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Marketplace/ e-commerce Growth formula

A*B*C*D*E*F

A- Vertical expansion

B- Product Inventory per Vertical
C- Traffic per product page

d Formula £,
dvance or
G nderwelght Peop/e

D- Conversrion to Purchase
E- Average Purchase value
F- Repeart purchase Value

What's your Growth formula?
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Value metric

It's way more important
how you charge than
how much you charge!



QUEEN

H=DVIG
ACADEMY

Best case of value metric success?

#1

152
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Only $ 0.80, 14bn pods sold/year

153
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Lavazza (1kg, 2.2lb)- $13 ACADEMY

LA

=2 &
TORMED) a'r-.xxhy,‘.._s@ 5
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Lavazza (1kg, 2.2lb)- $210

4gr, 1.340z = $0.80 2 1kg, 2.2lb=$210'!
(16x more)
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Best case of value metric success?

#2
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THE AD RANK YOUR

YOUR CPC = OF THE PERSON /[ QUALITY + 0.01
BELOW YOU SCORE

Max Bid Quality Score Ad Rank Actual CPC

. Highest
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Notable mentions

* Adobe

* Microsoft office

* Salesforce

* Hubspot (detailed case to follow)
* Autodesk AutoCAD

* Netflix

* Spotify
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Best value metric? ACADEMY

1st choice:
money for your Customers

2nd choice:
derivative of money for your Customers



Why user-based pricing
IS crap fo; (a;most) any
aa
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Pricing should encourage abuse instead of limiting the u
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A common mistake in Saa$S business is to adjust the pricing to ,,industry standard” price metrics without
considering whether they are right for the business.

Usage based

Seat based

Hardware based

There are 5 broad categories of price metrics that can work for each team

I
Nk

Customer size

&/
Il

Success driven

How much or how
frequently is the product
used?

How many people is
using the product?

How many connected
devices or system
resources is required?

What is the scale or
performance of the
customer (e.g. revenue,
# of employees)?

What is the output or
impact driven by the
product (e.g. reduction
in costs)?
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. . . .. >
How to find the perfect pricing metric in SaaS: ACADEMY

0 A good price metric should be qualified by the important criteria for both customer and the company

Potential Metrics

. 4

Value alignment Does the metric align to
customer value?

Scalability Does the metric allow
long-term growth?

Predictability Is the growth profile of the metric
predictable to both vendor and customer?

Auditability Can the metric be measured in an
objective & transparent way?

Accepta-

Will customers accept this metric for
pricing?

Shortlist of viable metrics
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What would be the right pricing metric ACADEMY
{"?“f LEﬂdpﬂg&S' Product Templates Pricing Resources Log in Start Free Trial

Turn Clicks into Customers

Leadpages helps small businesses connect with an audience, collect leads, and close sales.

Easily build websites, landing pages, pop-ups, alert bars, and beyond.

Start a Free Trial

184
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What Could LeadPages Charge For?

‘ # Of Landing Pages | Traffic ‘ # Of Leads ‘ Users
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Example Leadpages

Problem w INg basic rating question

How important are the following factors?

# Of Landing Pages

Problems With This Type Of Survey

* Doesn't force a user to make a
decision (all 6's and 7's)

* The same value means different

things to different users.

Traffic To Landing Pages

# Of Leads

QUEEN

H=DVIG
ACADEMY
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What do you value the MOST and the LEAST?

MOST LEAST

# of Landing Pages

Traffic

X # of Leads

Users X

187
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Example Leadpages

; " ) \' e.l'__.!\l::__a | [ \ | / ,’._ l-) \J .' ‘. \ ! ,/'. | \ . “'t Il ;‘,,,,[ ]“ A" \;:.ii ‘l

What do you value the MOST and the LEAST?

# Of Landing Pages

Traffic To Landing Pages

# Ol Leads n Clear Results
Compare this to our 1 - 10 ranking

survey. We have a much clear picture to

what customers value most.
04 03 03 02 -0] 0.0 0.1 0.2 0.3 03 04 05 06

1Y
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What do you value the MOST and the LEAST?

Persona One

Feature B

Feature C

Feature D m

-0.3-0.3-0.2-0.1 0.0 0.1 0.2 0.3

0.3 0.4 0.5 0.6

Feature A

Feature B

Feature C

Feature D

Feature E

Persona Two

-0.2-0.2-0.1-0.1 0.0 0.1 0.1 0.2 0.2 0.3 0.3 0.4
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https://www.leadpages.com/pricing

2022

@ Py Yearly

HMOST FOPULAR

PRO

$74....

save S500/year

Start For Free

Landing Pages, Pop-Ups, Alert Bars
Unlimited Traffic & Leads

Free Custom Domain®

Free Hosting

Moblile-Responsive Site Templates

Lead Notifications

©® ® ® ® ® ® ® B

Priority Tech Support

{Phone, Chat, Email)

40+ Standard Integrations

I-on-1Quick Start Call

Online Sales & Payments

© ® ® ©®

UnEimited A/B Spiit Testing

Start For Free

JEEN
:DVIG
ADEMY

LAY wOm

STANDARD

$37 ...

save 5144 /year &

® © ® ® @ ® ® O

®

Start For Free

1 Site

Landing Pages. Pop-Ups, Alert Bars
Unlimited Traffic & Leads

Free Custom Domain®
Moblle-Responsive Site Templates
Lead Notiications

T, c

Tech Support

(Chat. Emall)

40+ Standard Integrations

Start For Free
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STANDARD

5 7 -

save $144/year | billed annually

Start Free Trial

v 5 Landing Pages
v Unlimited Traffic & Leads

v 1 custom domain

v 200+ conversion-optimized templates

v Best-in-class conversion tools

v Standard integrations

2024

BEST VALUE

PRO

$74....

save $300/year | billed annually

Start Free Trial

v Unlimited Landing Pages
v Unlimited Traffic & Leads

v 3 custom domains

v 200+ conversion-optimized templates

v Best-in-class conversion tools
v Standard integrations
v Sell products and services

v Blog

CONVERSION

$697 ...

billed monthly

Contact Us

v Full marketing funnel audit

v 1 conversion-optimized landing page (built
for you)

v 1 paid media campaign (built and launched
for you)

v Dedicated conversion expert
v Pro account

v Unlimited Landing Pages

v Unlimited Traffic & Leads

v Advanced integrations
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Q: What would you compare this product to?
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Generic price increse letter

Subject: An Update on Your [Product/Service] Pricing
Dear [Customer’s Name],

Over the past [time period], we've been dedicated to delivering exceptional value through [Product/Service
Name]. Here’s what we’ve accomplished together:

* Helped you achieve [specific benefit or result, e.g., "X% revenue growth," "Y hours saved per week"].
* Introduced [key feature/improvement] to enhance your experience.
* Provided ongoing support and innovation to ensure [specific customer pain point is addressed].

To continue investing in these improvements and delivering the quality you expect, we’re updating our pricing.
Starting [effective date], your new rate will be S$XXX/month (or other relevant pricing structure).

However, because you’ve been a valued customer for [time period], we’re giving you a grace period of [X
months] to continue at your current rate. After that, your price will adjust automatically.

If this change materially impacts your business, let us know—we’re happy to discuss options that work for
you.

We appreciate your trust and partnership. If you have any questions, feel free to reply to this email or reach
out to [support contact].

* Thank you for being a part of [Company Name]—we look forward to growing together!

* Best,
[Your Name]
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If the only
argument is the
price;

it is always too
high
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Doug Leone Sequioa
https://www.youtube.com/clip/Ugkxm4nWHXpgC4SK7KXA-6a6Z2Xi5IDphl_F

300
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The question should NOT be:
How much does this cost?

The question should be:
How much will the ROI of this investment

be? & o %
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What is the problem that you are
hoping that our product could solve?

v" Make more money
v" Reduce costs

v" Move faster

v" Avoid risk
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This isn't what your business makes

Person who's a Your product Awesome person
potential customer who can do rad shit!

This is

- 306 -
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Look
better
than the bitch
from accounting
at the end of
year party

- 307 -
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Dzieki Allegro Smart!

Twoje oszczednosci na dostawie to:
4243,02 zi

Masz darmowy zwrot i dostep do Smart okazji.

- 308 -
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Your Weekly Activity

Hey there, here's how Zapier saved you time over the past week.

' =

38 Zaps automated 881 Tasks

B8.com Form Bottom Post -> Autopiiot Coelevate Organic

automated 216 tasks

Wistia Leads —> Google Sheets Test

automated 168 tasks

FPN New -> Add To Email Data Google Sheet Copy Copy

automated 168 tasks

B8 Unsubscribe -> Email Data Sheet Copy

automated 104 tasks

Wistia -> Autopilot

automated 66 tasks

View full task history for 33 more Zads

Find New Zaps to Try

QUEEN
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€
zapier

Time Savings

Summary of automated tasks. “Here is
how Zapier saved you time this past
week.”

Zappier sending emails reminding
how much zippier helped you save
time

- 309 -
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Your Weekly Writing Update
Check out the big vocabulary on you! You used more unique words than
98% ol Grammarly users. Keep it up!
GRAMMARLY WRITING STREAK
24 weeks

500 30 pCevemens )

PRODUCTIVITY

You were more productive than
93% of Grammarly users.
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STORAGE FOR 1,000 SONGS
1GB OF MP35 IN YOUR POCKET

-311-



QUEEN

HeDVIG
ACADEMY




How much has Slack helped you reduce
internal email?

80-100%

60-80%

40-60% @~

20-40%

0-20%

None

Based on 1,62

9 responses from Slack

Fewer Emails

48.6%

Weighted
Avg.

owners and administrators

QUEEN

HeDVIG
ACADEMY

How much has Slack helped you reduce

meetings?
80-100%
60-80% Fewer Meetings
40-60%
(¢)
20-40% @~ 25.1%
Weighted
0-20% Avg.
None
Based on 461 responses from Slack owners and administrators

- 313 -
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Exapmples of ROI calculators

https://www.hubspot.com/roi-calculator/sales

https://a.slack-edge.com/eaf4e/marketing/downloads/resources/IDC The Business Value of Slack.pdf

http://icontact.postclickmarketing.com/dual-cta-calculator-example/marketing-app-calculator-18677K-
16647LF.html?rid=37007384&rky=N74GLTYY&tky=132478500093661168&iPlanSubLim=

- 316 -


https://www.hubspot.com/roi-calculator/sales
https://a.slack-edge.com/eaf4e/marketing/downloads/resources/IDC_The_Business_Value_of_Slack.pdf
http://icontact.postclickmarketing.com/dual-cta-calculator-example/marketing-app-calculator-18677K-16647LF.html?rid=37007384&rky=N74GLTYY&tky=132478500093661168&iPlanSubLim=
http://icontact.postclickmarketing.com/dual-cta-calculator-example/marketing-app-calculator-18677K-16647LF.html?rid=37007384&rky=N74GLTYY&tky=132478500093661168&iPlanSubLim=
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But where to get data from? 5 approaches

T
£ l ‘\"\'-\.\ !8'
s ATk
h e H S
i - - i i s
Internal Consumer Live market Benchmarks
analyses research tests & analogs
Allow complex Estimations Can build
@5 Depict past modeling based ﬁ;;;[;a:glc market based on best confidence that
| ' buying behavior on consumers consumer assumptions others were
accurately reaction to (eSDONSES and risk successful with
scenarios P assessment same idea
Past behavior Depends Misleading if

Relies heavily
on managers’
intuition and
experience

example does
not fit perfectly;
risking wrong
conclusions

predict current study’s design,  designed
or future which could properly
outcomes create biases

e may not always heavily on the Misleading if not

Don’t forget: No single approach is perfect!
Use multiple methods to cross check the results.
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180

Volume
—_
w
o

1,79 1,85 1,93 1,99 2,05 2,13 2,19
Price level

N

STRICTLY CONFIDENTIAL



QUEEN

H=DVIG
ACADEMY

Volume aggregated - without competition reaction

118
120
,110
&
=)
o100
>
90
80
1,79 1,85 1,93 1,99 2,05 2,13 2,19
Price level
% delta price -10% -7% -3% 0% 3% 7% 10%
% delta vol. 19,0% 10,0% 4,0% 0,0% -5,0% -9,0% -14,0%
price elasticity 1,65 1,31 1,29 0,00 1,74 1,39 1,58
N =23

2 STRICTLY CONFIDENTIAL
O
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Volume aggregated - with competition reaction

118

1,79 1,85 1,93 1,99 2,05 2,13 2,19
Price level

——Without reaction ——W.ith reaction

N

STRICTLY CONFIDENTIAL



Sales aggregated - without competition reaction

220
210
< 200
190

180

w

212

1,79

203

1,85

201 199

195
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194

1,93 1,99 2,05
Price level

——Average

STRICTLY CONFIDENTIAL

\{39

2,13 2,19
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Sales aggregated - with competition reaction

220
212
210
” 200
< 200
(Vp]
190 189
180

1,79 1,85 1,93 1,99 2,05 2,13 2,19
Price level

——Without reaction ——W.ith reaction

3 STRICTLY CONFIDENTIAL
1



Gross profit aggregated - with competition reaction

Gross Profit

110

100

90

80

103 103
97 %9 10—
1,79 1,85 1,93 1,99 2,05 2,13 2,19

Price level

——Average

STRICTLY CONFIDENTIAL

QUEEN
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Gross profit aggregated - with competition reaction

109

110

100

Gross Profit

90

80
1,79 1,85 1,93 1,99 2,05 2,13 2,19
Price level

——\W,ithout reaction ——W.ith reaction

3 STRICTLY CONFIDENTIAL
-~
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Pricing Strategy

Do you have a clearly defined
strategy with a focus on:
e (1) profit
Vs.
e (2) growth?
You can’t have both!

How do you utilize pricing to:
e attract (Get),
* monetize (Boost),
* retain (Keep)
customers?

Pricing serves as a powerful
tool to reach your business
goals. When you have a clear
goal in mind, pricing can help
smooth out the journey.

Q0

Do you know how to price your *
products/services against
competitors. What's the alternative
(BATNA) you Clients have?

Pricing BATNA

Help your Clients quantify the value
of using your product/service and
the costs (lost opportunities) of
maintaining the status quo.

Willingness to pay < z\},
Do you set prices based on h
sensitive our customers and

customer segments are to changes
in price?

By considering price elasticity, you
can predict the impact on your
revenues, profit, and market share
when you change your prices.

BUYING PERSONAS/
CUSTOMER

‘ g
SEGMENTS gg

Who are your customers?
What matters most to them
(value drivers)?

Which customer groups are
the most important for your
business?

How do you approach pricing
with them?

As a growing company, it's
crucial to pinpoint the
segments you want to focus
on.

~
Pricing architecture / plans Q‘
$99S o
Got the right product architecture
to cater to all customer segments?

Good, better, best is a good start

Some companies make pricing so
complicated that even their own
team can't figure it out. Keep
pricing plans as simple as possible

Right pricing metric

Does your pricing metric aligns
with how our Clients see the value
in our product or service?

It’s way more important how you
charge, than how much you
charge!

Value argumentation

o

<

How much do | pay for your
product/service? And why it’s
so expensive? What’s in it for

me?

...do you know how to answer

these questions?

The question should NOT be:
How much does this cost?

The question should be:
What ROI can | expect from

this? ¥ ¥ %

Testing, constant improvement

Pricing is a skill to be learned. Your first pricing will be crap, and that's alright.

Learning about pricing involves more than just listening or reading someone else's

thoughts on it. The best way to learn is by actually doing it.

Pricing is a continuous process that requires regular review and updates.

Monitoring

@
@

How do you track you pricing? How do you know if it works or not?

... some companies think it's enough to track churn and LTV/CAC. It's not.

l;%lll

...you probably spend way too little time on pricing analytics. Pricing is about
numbers. If you don't measure pricing, you can't improve it.

364
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Usefull resources on pricing and growth

nttps://www.linkedin.com/in/roblitterst/
nttps://www.linkedin.com/in/elenaverna/
https://www.linkedin.com/in/kyle-poyar/
Reforge.com

AN NI NN


https://www.linkedin.com/in/roblitterst/
https://www.linkedin.com/in/elenaverna/
https://www.linkedin.com/in/kyle-poyar/

v'You should charge!

v'Price on value, not on costs
v'"Most are underpricing

v Pricing isn’t permanent

v’ Keep it simple
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DON'T TELL ME YOU
HAD A WONDERFUL
~ MEETING WITH ME.
) TELL ME WHAT YoU
~ ARE GOING TO DO ON
MONDAY THAT'S

DIFFERENT

P. DRUCKER
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3S of successful price setting

Structure

Sequence

Simulation

440
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Is there any magic here: ACADEMY

3D + 2C + BA
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My proven formula for success... ACADEMY

3D + 2C + BA

3-dimensional 2 key control Benefit argumentation
pricing logic mechanisms (Value argumentation)

i i ’ = vALUE e ceed tn woberstarel PRICE
Pricing model Rules of price setting m | ored aaastily vabs
he ¢ v - ""'m' WL

Frodat A (Sert Order the el decinioe 1 —
wirbunes sttrivates stinbutey gp‘ ‘ Walue measarement e Value extraction g
leocr b a4 “ o — — . | je————a}
: g Mawran s | i | Untertanding of
§ Ao ! RTIN o | facvors gonenting vake
| L
l QEE l ] l — I
atwerey  selae rr,.J o cybomtt - Noddd fries e - D e LI TSN PR ) Mea@iarn) of e ke evenqenen
1 ES 3 il T vt ALrg e o
| ——
: ! g pace
' —M
L v
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3D - three-dimensional pricing logic (incl. price adjustment plan)

Product
attributes

[ e.g. Add-ons J

{ e.g. Colors J

[

Price level J

Client
attributes

[ e.g. Potential ]

attributes

Order

[ e.g. Location ]

[

1
1
1
1
1
: e.g. Services
1
1
1
1

»

Price level ¥
2

S

>

Strategy

Model Price

Pricing model Rules of price setting

Price range for
the final decision

+X
mmmmmme Maximum price

Minimum margin

M
-y

QUEEN
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3D pricing logic example

Product specific

Cutting

FEFCO Board Grade

Printing

"\

Number
of Outs
Surface

Number of
machines in

Gluing

the ]
production
process

Client specific

QUEEN
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Price logic should
reflect the value of the
product as itis
perceived by clients

Clients >

Order specific

Pricing logic should
reflect differences
between the clients and
their willingness to pay

Ty

Pricing logic should
include and differentiate
elements of order and
delivery
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Complete formula 3D + 2C + BA -> full control of price waterfall ACADEMY

Sequence of pricing

“““““““““““““““““““““““““““““““““““““““““““

- »Healthy check*
[ — ] | -
-] i

Qo
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o (&) ()] e (@) o =
C — B (@)} - (&)
= > o —_h— I = 0+ o+ = = 0
o @ S 2 c o [T S O <€ = O o o 0
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v
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Complete formula 3D + 2C + BA -> full control of price waterfall HEDVIG
3D part (3-dimensional pricing logic) ACADEMY
Product + Extracting the value of the product
Sequence of pricing logic xtracting the value of the produc
________________ * Enabling agile price adjustments
o | * Ensuring process consistency
' ;
[ | -
Client logic/ * Avoiding cross-channel conflict
channel logic * Incentive for B2B partners to cooperate and
develop sales
Orc!er/ VAS * Motivating customers to increase purchases
logic . .
s 8¢ * Rewarding for good behavior
f:f ,gg g 8 E% §§__ * Protection against "giveaways"
g8 32 3 8% Pz ii5
€8 &F 3 5% S8 FE&%
(D1) b;éj: (D3)

446



447

How important is the price?

Global industrial manufacturer with >200k items

-

100%

QUEEN
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Non-price drivers = 65% to volume prediction

\

B % [(e%

]
]
Volume at Price level Discounts Price Ly volume
recomended dynamics (# of changes
price price
changes/y)

Price drivers (35%) Distribution trends (21%) Attributes

0,
3% 7%
] 3% 19%
[
o
s
Dealers Technical Item life cycle Other drivers
margin % attributes stage

AEEIES Other drivers

(11%)

(32%)
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Main objectives »

Complete formula 3D + 2C + BA -> full control of price waterfall
2C part (2 key control mechanisms)

wHealthy check"

speacifics
requiremmeanis
Trading price
(price for the
client)
Discretionary
trade terms
Margin
COGS

Reference
List price

price

o

%

®

@) Net price

23/ Price exception } . Reducing margin leaks
escalation * Shifting price negotiations within organization
system to negotiations with customers

Monitoring price

effectiveness * |dentifying (potential) margin leaks

Ability to react quickly and precisely

®
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2C — control mechanism — price exceptions escalation

List price
(based on product logic)

Target price
(after client logic)

I Salesman —l

2 Escalation level

[ 1
Price from pricing logic

_ I ___________ Step #1 —l

Step #2 1

Step #3
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H=DVIG
ACADEMY



450

Desing actionable pricing analytics

to derive actionable insights for decision making

lcon

Type of Analysis

# of views

Example view Dashboard for example view

H Al BN

Price / Sales Waterfall

e ==~ 4
AR
Pareto Analysis E T
T
um!
Customer Profitability
Analysis
mE—
(.I—!
Margin Variance
) , —
Analysis e,
’ ==—.o=n
— =
YT
<SARaAm
——————
Portfolio Pricing: o
Indicative Pricing Gaps 1
oO=——
CEERE™
e W e T —
Self Service, = S
Simulation
E s i
CONFIDENTIAL

QUEEN
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Project example

As a basic working principle,
value lever hypotheses should

drive the analyses - each analysis
needs to translate into actions &

impact

Data changed for
confidentiality
reasons



Complete formula 3D + 2C + BA -> full control of price waterfall
BA part (Benefit/ Value argumentation)

(price for the

client)

Discrebonary

trade terms

| Reference
requirements
Trading price

price
value add

Product
Client
specifics

Order

G’;
®
®
®
®

Benefit/ value
argumentation

Net price

Margin
COGS

\; Effective customer persuasion

* Effective pricing implementation

]
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Product
logic

Client logic/
channel logic

Order/ VAS
logic

Price exception
escalation
system

Monitoring price

effectiveness

QUEEN

HeDVIG
ACADEMY

Main objectives

Extracting the value of the product
Enabling agileprice adjustments
Ensuring process consistency

Avoiding cross-channel conflict
Incentive for B2B partners to cooperate and
develop sales

e

Motivating customers to increase purchases
Rewarding for good behavior
Protection against "giveaways"

Reducing margin leaks
Shifting price negotiations within organization
to negotiations with customers

Identifying (potential) margin leaks
Ability to react quickly and precisely

IR - [ (R
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How to measure and extract the value?

QUEEN
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ACADEMY

Willingness to pay reflects value delivered by a product/service.

VALUE

Value communication

Value measurement

Understanding of factors
generating value

You need to understand
and quantify value
delivered to extract it in
your price

PRICE

Value extraction

Profit maximization is precise extraction of value delivered through optimal and competitive prices




Complete formula 3D + 2C + BA -> full control of price waterfall

Sequence of pricing
- «Healthy check"
+
G= . 1
® SR e
8 © 8 g a: gg ]
e e A w 3 S St 3
4 ‘:’,E s Eig = g .gwig K ‘: s g n
$8 83 % 58 82 §EE 33 e 8 ]
X a al 2 o & c 2 =23 ot z = O
B ~ S~
(D1) (D2) ‘_‘DS, \Cl kCZ

Benefit/ value
argumentation

» Effective customer persuasion
* Effective pricing implementation
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:Dro.duct * Extracting the value of the product

ogic * Enabling agileprice adjustments

* Ensuring process consistency
Client logic/ * Avoiding cross-channel conflict
channel logic * Incentive for B2B partners to cooperate and
develop sales

logic Rewarding for good behavior
Protection against "giveaways"

system to negotiations with customers

Order/ VAS Eﬂotivating customers to increase purchases 4

Monitoring price

effectiveness Identifying (potential) margin leaks

Ability to react quickly and precisely

Price exception } . Reducing margin leaks
escalation Shifting price negotiations within organization
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What do you do? W

Do nothing... Do it right...
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