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What are the most common pricing mistakes to make
and how to avoid them

Why your pricing and customer acquisition model
are like an arranged marriage

An exercise to determine whatis the best metric for
your organization to charge by

How to take a data-driven approach to understanding
your pricing metrics

|dentify the best way to upgrade users



Your pricing and
customer acquisition
LCCEHETCILED

arranged marriage.




Give too much
away for free and
your customer
acquisition model
thrives while your
business erodes.



Gate all your features
and see a short-term
spike in revenue while
your customers
acquisition model
takes a hit .






Is One Side Of The
Model Always
Going To Be
Unbalanced?




It Depends .

For instance, in your
market, you might want
to overindex on one side
over the other.




Weak customer acquisition model

Danger Zone
(not making any money)

Sweet Spot

Forceful pricing model

Free pricing model

Strong customer acquisition model
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Danger Zone
(not making any money)

Sweet Spot

Forceful pricing model

Upgrade Hungry
(optimizes for revenue over users)

Free pricing model
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Weak customer acquisition model

Short-term Profit
(everything is pay to play)

Danger Zone
(not making any money)

Sweet Spot

Forceful pricing model

Upgrade Hungry
(optimizes for revenue over users)

Free pricing model

User Hungry
(optimizes for users over revenue)

Strong customer acquisition model
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How Do You
Optimize For The
Sweet Spot?
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Whatlis A
Value Metric?

A value metric is the way you
measure value exchange in
your product.




What Are
Examples Of
Value Metrics?

Per contact: Activecampaign

ActiveCampaign >

How many contacts do
you have?

25,000

Have real-time conversations
with your customers

Enterprise

Everything from Lite Everything from Plus Everything from
Professional




What Are
Examples Of
Value Metrics?

Per person: Slack

== slack

Choose the plan that’s right for your team

Fay by montr he year, and cance any iime.
L ______________________________________________________________________________________________________________________________________|

Standard Enterprise Grid

or small and medium-sized businesses

$6.67 USD $12.50 USD

Top features: Top features: Top features:

v Unlimited message archive

Contact Sales

Learn more Learn more Learn more




What are
examples of
value metrics?

Per contact w/ Add-ons: HubSpot

HubSphHt

Calculate Your Price




Stripe Products Developers

Pricing built for businesses of all sizes.

exa m p I es Of Design a custom package for your business
. , v Available for businesses with large payments volume
Va ue m I'ICS o e

Volume discounts Interchange pricing

CUSTOMIZED

Multi-product discounts Country-specific rates

Percentage of sales: Stripe

[
Strlpe GET STARTED IN MINUTES

CONTACT SALES »




Two Types Of Value Metrics .

Functional value metrics are Outcome-based value metrics charge

“per user” or “per 100 videos.” based on an outcome, like how many
views a video received or how much
money you made your customer.
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Why do you think
value metrics are
so important for
product-led
businesses?
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What Makes
A Great Value
Metric?




It Must Pass Three Tests .

It’s easy for the customer to understand.
It’s aligned with the value that the customer
receives in the product.

Grows with your customer’s usage of that value.




It Must Meet
Both Your
Customer's
And Company's
Needs .

Prlcmg Metric ~ Decision Guide

s to evaluate and | /alue) Metrics r

Criteria Description

Weight Totals




How to Evaluate +
Select Pricing [ Value ]

\ Metrics - Using th
& Pric::lcgs Me::'::g. °
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https://productled.com/how-to-identify-your-value-metrics-using-the-pricing-metric-decision-guide/




Most Common
Mistake.

User-based pricing




Why Do You
Think That's
The Case?



How To Know If User-based Pricing Is For You .

Per-User Pricing Scratch Pad

Condition Example

Each user receives differentiated value from accessing the

{

in Linkedln Recruiter

product.
The customer has a strong need to standardize their
f
department or company on the platform. . SRl
The product has network effects, where initial users want to 0.
o e Slack
collaborate and invite others. .

Budget predictability and control is critical for your buyer P DoCUSigN

L S S S

persona(s).

Buyer is less sophisticated and needs easy-to-understand ® cenote
pricing.

Usage metrics in your industry have become commoditized O Github

or are becoming table stakes.




How Do You
Find Your
Value Metric?

N\




Complete The
Monetization
Strategy Worksheet .



https://productled.com/quiz/
https://docs.google.com/document/d/1JprvulPrl3REKflt5P7gEMPLrIcO6jJsVzsiGIWfoWo/edit?usp=sharing
https://docs.google.com/document/d/1JprvulPrl3REKflt5P7gEMPLrIcO6jJsVzsiGIWfoWo/edit?usp=sharing
https://docs.google.com/document/d/1JprvulPrl3REKflt5P7gEMPLrIcO6jJsVzsiGIWfoWo/edit?usp=sharing
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Part 2: Create
Seamless
Upgrade
Experience .

N\




How Can We
Create A
Seamless
Upgrade
Experience?




Conversational Bumper /‘\ “ “
Use prompts such as email
and SMS to bring users
back to the product.

X~ N\

Product Bumper

Shows the user what to do
within the product using

Straight-Line helpful tooltips

Onboarding

Contains the absolute
minimum number of
required steps for a user
to experience value.

N



Bowling Alley
Framework .

Identify Our
Straight-Line
Onboarding
Experience

Build a Product
Bumper

Create a
Conversational
Bumper




What Does Someone
Need To Do To
Successfully Pay For
Our Product?




Bowling Alley
Framework .

|dentify Our
Straight-Line
Onboarding
Experience

Build a
Product
Bumper

Create a
Conversational
Bumper




How Can We Use
Product Bumpers To
Make It Easy For Our
Users Upgrade?




Examples .

Trial Expired

Your subscription has been cancelled.

ENTERPRISE




Examples .

Upgrade CTA




Examples .

Upgrade CTA 2

© Spotify
a Home
Search ACQUIRED
Your Library
-

PLAYLISTS

Acquired
Croate Playlist Bem Goflourt arnd Duwved

_‘ Liked Songs A

Popular playlists

adphone

Eletronicas 2020 (Eletron

Hot Hits Canada

Comedy Top Tracks
B
Power Hou i Canan this woeh. Cove

Today's Top Hits

arricidlocky @ onoe o
e Fiotmest 607

Product to Product

Beairarn

Mood Booster

Gat hapey woh ik
e slayiet il ol e

Panbbio bochenteies

L)

All Out 905

Eoy bemde, gt provpe.
trrcon, gringe & 8 geide

fde

The Dave Chang ...

The Bovger B Mayordormas
Mot

UPGRADE

RECODE
DECODE

Recode Decode

Fote Joncn Jacedrs

Songs to Sing in ...

Song slzng wnd engoy e
o 4y WA Sapsemeny

Hota to booet your meod and

The Tim Ferriss S...

Tum Furras Bastsboy
Austes, Hurmas Gasema Pry

SEEALL

All Out 0035

Exmervtel tracks from tha
Secake et Catepinted




Examples .

Alerts

A @ u e o

E @ i

120,123

|

Recent Activity




Examples .

Reminders of Value

PLG v @ #need-help % ®
® Wes & 2223 | % 2 | Add a topic

wes
You're set to active. Change

@ Update your status

Pause notifications
View profile

Preferences

3 PLG
e productiedgrowth.slack.com

e T e e e ket e e

outin Tyesday, June23rd v 1Spare a sec to
e feedback on our post (and vote if inclined)

s://www.producthunt.com/posts/soapbox-
me-extension-1 ? (edited)

) e @

Yesterday v

1 Kenya 12:38 AM

D, guys! Is there anyone who is would like to

e their experience with ProductStar community
1bers about the topic 'Product metrics - which

Your workspace is currently on the free rics to consider and how to make desicion using

version of Slack. See upgrade options

n' this Saturday (27.06) webinar? Please DM

Total Messages
Upgrade to access your first 49k Today v
messages.

Invite people to PLG...
Settings & administration
Tools

Help

Sign out of PLG

# random

rei Zinkevich 7:26 Am
guys. Do we have any onboarding specialist
? | need help with onboarding for my new

>  up. Could do it myself, but simply don't have

@ > . ﬂ Ea 4 replies Last reply today at 7:3...

e #need-help
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@ Spotify Premium Help Download | @ Profile v

Last call: 3 months of Premium, $9.99 CAD

Don’t hit snooze on ad-free music unlimited skips, and offline listening.

VIEW PLANS

Examples .

Upgrade banners

Account overview

I {©  Account overview Profile




What other ways can
you make it easy for
your users to upgrade
within your product?



What products
have the best

upgrade experience
in your opinion?




Bowling Alley
Framework .

|dentify Our
Straight-Line
Onboarding
Experience

Build a Product
Bumper

Create a
Conversational
Bumper




What is our main call to action in
these messages?

Sales
Outreach

+

Desired
Outcome

sgnat /\/\~

New
Customer
Campaign

+

Post-Trial
Survey

+

Trial
Extension

+







Weak customer acquisition model

Short-term Profit
(everything is pay to play)

Danger Zone
(not making any money)

Sweet Spot

Forceful pricing model

Upgrade Hungry
(optimizes for revenue
over users)

Free pricing model

User Hungry
(optimizes for users
over revenue)

Strong customer acquisition model



®
Action ltems .
Complete The Monetization
Strategy Worksheet
How to Evaluate + Select Pricing
[ Value | Metrics - Using the Pricing

Metric Decision Guide

Watch Patrick Campbell and Tamara
@ Grominsky’s Expert Series Talks On

Pricing


https://docs.google.com/document/d/1sA9Bfyt8X9EF3vDE6Y82DgLGJOmpQStYxKF-_KdseNg/edit
https://docs.google.com/document/d/1JprvulPrl3REKflt5P7gEMPLrIcO6jJsVzsiGIWfoWo/edit?usp=sharing
https://docs.google.com/document/d/1JprvulPrl3REKflt5P7gEMPLrIcO6jJsVzsiGIWfoWo/edit?usp=sharing
https://productled.com/how-to-identify-your-value-metrics-using-the-pricing-metric-decision-guide/
https://productled.com/how-to-identify-your-value-metrics-using-the-pricing-metric-decision-guide/
https://productled.com/how-to-identify-your-value-metrics-using-the-pricing-metric-decision-guide/
https://productled.com/how-to-identify-your-value-metrics-using-the-pricing-metric-decision-guide/
https://productled.com/how-to-identify-your-value-metrics-using-the-pricing-metric-decision-guide/

Conversational Bumper /‘\ “ “
Use prompts such as email
and SMS to bring users
back to the product.

X~ N\

Product Bumper

Shows the user what to do
within the product using

Straight-Line helpful tooltips

Onboarding

Contains the absolute
minimum number of

required steps for a user
to experience value.



