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Pricing gets way too little attention ...

1 1 , 5 Average time spent by a SaaS

executive on pricing over the
hours

lifetime of their business

Source: SaaS Mag; Businesses included in the survey: 5 to 100 MUSD
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An A-Z guide for packaging and pricing

Topics relevant for all companies

THE 100-PAGE
Subscription

. . Strategy: Model: Execution:
PHClng BOOk = Business objectives = Offering model * Price communication
(Ch. 1) (Ch. 4) (Ch. 7)
= Customer segmentation 5 * Price model D * Price governance
@ (Ch. 2) (Ch. 5) (Ch. 8)
» Channel strategy » Price level
(Ch. 3) (Ch. 6)

A SHORT GUIDETO

Mastering SaaS and :
R What companies
XaaS PI‘ICIIlg most often focus on

FELIX MOREE

Source: The 100-page subscription pricing book (Mérée, 2026)

AXHOLMEN

Axholmen © All rights reserved 2026. This document is confidential and intended solely for the client to whom it is addressed



Insikter fran event: Utrymme att jobba mer aktivt med alla delar av paketering
och prissattning, speciellt mer med kanalstrategi och governance

Vilka delar av prissattningen jobbar ni med? (Andel svarande i % och antal respondenter)

(Totalt 38 svarande SaaS-bolag)

Prisniva 76% (29) Flest jobbar med
prisniva, paketering och
Paketering / erbjudandemodell 76% (29) erbjudandemodell ...

Prismodell (metrik, struktur, etc.) 63% (24)

Prisstrateqgi 58% (22)

Forsaljning och vardekommunikation 53% (20)

Kundsegmentering baserat pa behov 53% (20)

... Medan kanalstrategi

Kanalstrategi 29% (11) och governance &r
delar som nedprioriteras
Governance 13% (5) | dagslaget

Kalla: Bok-release, 17 februari 2026
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Strategy | Business objectives

Set a strategy for your pricing, especially, determine where to be on key trade-
offs and get everyone aligned on it

Outcome from internal exercise regarding goal trade-offs for a company
All the way to the left means 100% focus on the left statement, and all the way to the right means 100%
of the focus should be on the right statement.

Maximize ARR growth ‘ A X Maximize profitability
Alignment needed to Be a value-priced
Be a premium provider P 7N ensure everyone is working [EENSE i
toward the same goal
Target niche
customer segments ‘ AX Target mass market
. Follow competitors’
Be a price leader XA @ orices
Acquire ‘ A X Deepen relations with

new customers existing customers

Respondents: X Management 4 Marketing Sales A Product

Source: The 100-page subscription pricing book (Morée, 2026)
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Strategy | Customer segmentation

Companies oftentimes have a limited understanding of variations in customer
needs, which limits companies’ ability to fully monetize the value delivered

Move from the assumption that

... To an understanding of the variation in needs
customers have the same needs ...

Customer segments
Needs / All Needs /
Purchasing criteria customers Purchasing criteria "Want a basic "Want the best  "Want quick impl.”
product® (35%") product” (40%") (25%")
Price level 20 Price level I 31 B 2 B 16
Product performance 20 Product performance B 20 I 23 B 16
Deployment time 13 Deployment time 11 Bl o I 21
Available add-ons 12 Available add-ons Hl 6 B 13 HE 1
Customer support 14 Importance Customer support Il 12 B 16 H 13
of needs in %
Data security 12 Data security 12 12 13
User-friendliness 9 User-friendliness s Hl 10 10

1) Segment size in % of customers
Source: Axholmen
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Model | Offering model and Price model

Insikter fran event: Olika strategier for att paketera Al anvands idag, majoriteten
av deltagarna behover (eller har redan bytt) prismodell pa grund av Al

Hur paketerar ni in (eventuell) Al? (Antal respondenter)

Hur paverkar Al er prismodell? (Antal respondenter)

(Totalt 39 svarande SaaS-bolag) Olika satt att

paketera mojligt — 1
viktigt att det

11 11

baseras pa Als
roll i erbjudandet

Allt ingar i Viharendel Alltaradd-ons Vierbjuderinga
alla paket  som add-ons och funktionaliteter
en del i paketen med Al

Al kan paketeras pa flera satt, se dock till att
paketeringen informeras om ifall den ses som en
”must have”, ”nice to have” eller ”add-on”

Kalla: Bok-release, 17 februari 2026

(Totalt 37 svarande SaaS-bolag)

20

Prismodellen
behover uppdateras
fér manga bolag 12

Vi har bytt prismodell Vi behdver byta Vi kommer inte
pa grund av Al prismodell, men har behdva andra
inte gjort det annu prismodell

Vid uppdatering av prismodellen, se till att utvardera alternativa
modeller baserat pa varde till ert foretag (fangar varde, skalar med
kostnader, etc.) och till era kunder (ses som rattvis, forutsagbar, etc.)
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Model | Offering model

Design packages based on customers’ perceived value of each feature

Categorize all features based on adoption and perceived value:

High

Adoption
rate

Low

Recommendation to only include “Must haves” and

“Nice to haves” in packages

Q Remember that the
b — internal view and the

customer view may differ!

“Nice to haves” “Must haves”

Features that sweeten the buying decision
but will not drive it, such as fries and coke in a

Features that drives the buying decision,
such as a hamburger in a burger menu

burger menu
“Don’t needs” ﬁ
Features with low value and low adoption “Add-ons”

should either be add-ons or not mentioned
Features with high value for certain
customers, such as coffee to a burger menu

Low Perceived value High

Source: The 100-page subscription pricing book (Morée, 2026)
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Model | Price model

There are four components of a price model

The four components of a price model

Total price
License-based (paid upfront)

A Metric
What unit(s) to charge for? E.g., per user or per usage?

e Modality
When to charge? E.g., upfront or in arrear?

Granularity
How many units do you charge for? E.g., per unit or for a range of units?

Structure
How does the price scale with number of units? E.g., fully fixed, linear, or regressive
prices? Any minimum and / or maximum?

v

Units

( o J

Source: The 100-page subscription pricing book (Morée, 2026)
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Model | Price model

Select a price metric aligned with value, but that you can still objectively measure

Price metric categories

Aligned to cost Aligned to value
Easy to measure Hard to measure
Internally focused Externally focused
B 4y Asscssmolricshasedon:
Benefits to the customers:
a T m = Acceptability and fairness
Q » Predictability
= Flexibility
Input-based metrics Process-based metrics Outcome-based metrics :
Resources or inputs required Activity or usage Outcomes or results delivered Benefits to your own company:
for the service of the service to the customer = Customer adoption
Value capture
Examples: Examples: Examples: Ease of implementation
= Number of users = Number of invoices » Revenue generated Tracks with cost
= API calls = Workflow automations = Cost savings achieved

= Storage capacity = Number of survey responses » | eads converted

Source: The 100-page subscription pricing book (Morée, 2026)
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Model | Price level

Use multiple sources to derive prices, but don’t forget your strategy!

Summary of pricing research for the “Good” package

Insight from: 10,000 invoices / year 100,000 invoices / year
Price per invoice / year (USD): Price per invoice / year (USD): w
o E . | 0 18227 3 0 1593 3 Calculated economic value of the
conomic vaiue — _ product (improvements / savings)
Cost of switching solutions
e Van Westendorp 0 1.8-2.2 3 0 05-08 3 Competitors’ / alternatives’ pricing
(Customer interview) 0 B Cost data
i Usage data (i.e., how customers
Benchmarking 0 1.7-2.3 3 0 0509 3
: . use the product)
(Competitor analysis) I o : :
Historically realized sales prices
Q Van Westendorp 0 1.9-2.3 30 0.7-0.9 3 Customer interviews / surveys
(Internal exercise) [ ] Exercises with sales
representatives
o 0 1.9-2.0 3 0 06-07 3 Our pricing strategy
Considering strategy | I I

Source: The 100-page subscription pricing book (Morée, 2026)
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Model | Price level

The van Westendorp method oftentimes gives almost surprisingly consistent
results

Question asked: What do you think is an acceptable resp. expensive price, for a word translated by a human from English to Spanish (US)?

0,35

0,30

0,25

0,20

0,15

0,10

0,05

0,00

Customer view

Respondents, ordered by total translated words (smallest to largest)

Price per translated word (USD)

® Acceptable

Potential to increase
prices with about 10%

without being seen as
too expensive

= Expensive

24M Translated words

T _
°

A\ a
1M Translated words

()
4 5M Translated words

Source: Axholmen

Customer responses
(sorted based on total number of
translated words, smallest to largest)

AXHOLMEN
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Model | Price level

Differentiate prices to reflect customer willingness-to-pay, discount guidelines
help you structure your discounts

Example of discount guidelines for an AP automation company

Base discount Base discount
(Allowed for all deals) 10%

Volume discount <10 kUSD 10-20 kUSD m >50 kUSD
8%

(Based on customer ARR) 0% 4% 12%
(Based on the industry) 0% 4% 0%
(Based on the market) 0% 4% 0%
(Based on AP complexity) -3% 0% 3%

Maximum discount 19 Highlighted boxes indicate relevant criteria in this
(Sum of all factors) 7 example

Source: The 100-page subscription pricing book (Morée, 2026)
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Execution | Price communication

Insikter fran event: Foretags “Sales playbook” kan dverlag kompletteras med
mer innehall, framfor allt behovs rabattriktlinjer och saljpresentationer

Vad har ni i er playbook? (Andel svarande i % och antal respondenter)

(Totalt 21 svarande SaaS-bolag)

Vardeargument for olika segment 76% (16) Mest vanligt
forekommande i

. : . playbooks var
Svar pa vanliga motfragor och motargument 76% (16) e T

for olika segment
71% (15) samt Svar pa
motgragor och
motagrument ...

En overblick av hela erbjudandet

48% (10)

Salj best practice (t.ex. kring forhandlingsteknik, saljtraningar, etc.)

Hur erbjudandet kopplas till olika kunders kdpkriterier och behov 48% (10)

... Medan
Séljpresentationer anpassade till olika segment 43% (9) rabattriktlinjer
var minst
Rabattriktlinjer (inkl. nar och varfor rabatter far ges) 33% (7) forekommande i
playbooks

Kalla: Bok-release, 17 februari 2026

AXHOLMEN 15
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Execution | Price communication

Improve sales efficiency by collecting sales tools and arguments in a “sales

playbook™

Product and service offering

Value selling arguments

Products and services to offer each
customer segment

Key benefits and value arguments
adapted for each customer segment

7% . Wi
Value driver list and analysis 'S AN \ | (] /4

Based on assessment of own and
competitors’ offerings

Negotiation best practice Sales playbook
Provide your sales team the
right tools and arguments to

communicate the full value of

your offering

Collection of best practice in negotiation in
terms of preparation, execution, and
follow-up

Counter arguments and questions

Arguments and questions to use in
response to objections

Allowed concessions

Rules for how to give discounts and what
to ask in return, and counter arguments

Sales material and presentations

Sales training material

Sales material / presentations and product

Collection of sales material and best

descriptions adapted to targeted practice, used in training and as reference

segments

material

Source: Axholmen
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Execution | Price governance

Insikter fran event: Utrymme att mer systematisk folja upp kommersiell prestation,
framfor allt rabattnivaer, samt ha en ansvarig for prissattning for att koordinera arbetet

Vi samlar in och féljer systematiskt upp ...

Ansvarig for prissattning

Antal svar: 34 36 36 35
Ja §EVA
61%
Nej YA
39%

Rabatt- Win/Loss Churn NPS/
nivaer Customer
satisfaction

Okade insikter om kundbehov och
betalningsvilja kan fas av att folja upp
denna data

Kalla: Bok-release, 17 februari 2026

Vi har en ansvarig for prissattning?
(Totalt 36 svarande SaaS-bolag)

19
17

Absolut Nej, det hade

underlattat

En ansvarig for prissattning okar
sannolikheten att paketering och
prissattning ar nagot som utvecklas over tid

Den ansvarige rapporterar till (eller ar):
(Totalt 30 svarande SaaS-bolag)

CSO
CRO - 79,

10%

CFO CEO

CPO

Alla setups kan fungera, men det finns for-
och nackdelar med dem - se till att valet av
setup ar genomtankt

AXHOLMEN
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Execution | Price governance

Follow up on pricing data and appoint a head of pricing to coordinate the pricing

work

Besides key KPIs, track discount and win/loss and

churn reasons

Measure and rune
I eirder to continuously develop she packaging and pricing, it is important 1o select and monisor KPls thar

pravide insighs on the pricing performance. The mase commion ser of KPL: are listed helow. Mote thar mose

af these are KPIs for the general business perfarmance and nat only for pricing, bt she impact of pricing an
these KPls is importan to undesstand and manitos in order wo inform pricing decisians. Main KPls are:

Annual Recurring Revenne (ARR): Tracks predicrable, recurring revenue fram subseripions.
Effecrive ackaging and pricing directly impact ARR by cither increasing the valise of sbscriprians

ar reducing churn,

Average Revenue Per Account (ARPA]: Shows the sversge annual revenue generated per

customer. Increating ARPA can be achieved through higher tier pricing, upselling, or 1dding

premim feanizres thas £ - e e = e

Clmrn Bace: Mcacures Ovther dara thar s valusble 2o track o im prove pricing performance are:
can indicate thar pricing i ing di i trom standard rerms
and conditions): Which cussomens received more discounts o deviating serms and conditions,
and why? If thene was 2 candition for the discaunt, is thar condisian srll valid?

g nan-price such as

far price adjustments an

Met Revenne Retentic

after acrmming for upy = Win / loss reasons: As a complement ta the win/canversian rase: Where do pou win  los?

in encouraging custome Againz wha? And why?

Win/Conversian Ra = Charn reasans As 2 complement o the churn rare: Which custamers chum? Do they chum ma
comperizoe? Which anc? And why?

= NP5 / customer satisfaction: How sarisficd arc she cussamers? Wha arc the most and least
sarisfied cusamers? Why

paving customes. Clear
Customer Acquisitioe
and indicates whethery
willingnesso-pay sugp
alignment with customy
Customer Lifetime Vi
relarionship with your b

Al of the KPl should ideally be passible ta analyze in different curs, such s indusery ar tenure,
Based an cxpericnce. fw companics follew upall of the shave, which limirs the svailable information on
pricing performance and thereby makes it difficudt to perform systemaric snabyaes, Therefare, stars sampling

Jomger cnstoamer e and monitoring the dars a5 carly s passible, and wse & to refine your packaging and pricirg, |

Source: The 100-page subscription pricing book (Morée, 2026)

Appoint a head of pricing, responsible for

Reponing ° __

CEO

Sales

Marketing

Product

Finance

Direct alignment with overall business
strategy, faster decision-making.

Strong focus on revenue growth and sales
alignment, ensures pricing drives revenue.

Alignment with market positioning and
customer segmentation strategies.

Direct connection with product strategy,
ensuring pricing reflects product value.

Strong focus on profitability and cost
structures, ensuring pricing is financially
sound.

developing and coordinating pricing

May lack focus on detailed pricing tactics;
CEO might have limited pricing expertise.

Risk of pricing becoming too sales-driven,
neglecting product or market factors.

Potential disconnect between pricing and
revenue goals, less focus on financials.

Risk of overlooking revenue or customer
acquisition goals in favor of product
features.

Risk of being overly focused on margins,
potentially ignoring market competitiveness
or customer value.

AXHOLMEN
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