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Value Creation Plan: 
Pricing Diagnostic
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for PE and Aggregators’ SaaS and 
Tech-Enabled Services PortCos
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This diagnostic helps deal teams and operating teams identify 
opportunities to improve pricing throughout a pricing project…

Hypothesis Development Opportunity Discovery Execution

Pricing-related Challenges to Solve… Questions to Ask or Analyses to Run… Actions to Take…

• Churn is high

• Product/market fit gap

• Pricing isn’t optimized

• Offerings bundled correctly?

• Customer segments accurate?

• Comp plan aligned?

• Identify risks

• Socialize opportunity

• Manage change
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Pricing and Go to Market Background
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Mike Zeidlhack
mike.zeidlhack@archview.co
M: +1 (630) 244-2570
LinkedIn

Interim GM and Operating Exec, ArchView
Interim GM and strategy consultant at the intersection of market research, growth, and product

GM/COO, Phrase Health
Led functions including sales, growth marketing, strategy, finance, and operations

Business Fellow, MEST (Venture Studio)
Advised entrepreneurs on pricing, product strategy, etc. 

Strategy Consultant, Accenture
Samples projects include new product and market innovation; customer experience use case valuation; 
customer data use case valuation

The Wharton School, UPenn, MBA, Finance; Innovation Management

Northwestern University, BS, Economics; Learning & Org Change

Experience
• 2x GM and Interim GM for SaaS and tech enabled services
• Selling and marketing software and services, cross industry
• GTM and product strategy focusing on aggregators and PE PortCos

Selected Pricing Projects
• As B2B SaaS GM at Phrase, led two primary pricing projects

• Usage-based pricing model experiment with sales/CS
• ACV increased by 26% from recurring pricing increase

• Pricing + packaging strategy for PE-backed B2B SaaS (est. 8% lift)
• Refined customer segments
• Developed churn propensity model to forecast impact
• Crafted new bundles and pricing model

• Diagnostic + Implementation for PE SaaS/services (est. 10% lift)
• Benchmarked pricing performance
• Created new offerings and optimized pricing levels
• Implemented pricing changes

Highlights

mailto:mike.zeidlhack@archview.co
https://www.linkedin.com/in/mikezeidlhack/
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Exec Summary: Where to Begin?
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Ask these top seven pricing questions/analyses to management or an operating partner to begin to 
understand the opportunity for pricing

Management and Board • Prior pricing projects and results

Sales
• CRM exports of win rates, sales’ prices, etc.
• CRM notes from lost deals

Customer Success / 
Account Management

• Churned customers with CS/AM notes

Product • Adoption by product, feature, and integration

Rev Ops / Finance • Profitability per product 

GTM / Marketing • Customer segmentation overview

Note: Topics often cross multiple functions
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Hypothesis Development: Case Studies
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Other companies’ learnings help identify potential hypotheses to explore

Security PE Backed SaaS and Tech Enabled 
Services1 InsureTech PE Backed SaaS1 HealthTech VC Backed SaaS

Empowering sellers with negotiation ranges 
addressed a downward trend in lost enterprise 

deals

A company’s customers with the highest spend 
were least likely to adopt new features preferring 

simpler pricing bundles

Decreasing price and offering new functionality for 
free increased pipeline and revenue

Providing more freedom to sellers leads to 

+10% ARR

Refining understanding of customer 
differentiation leads to 

+8% ARR

Aligning company and customer interests 
through pricing leads to 

+16% ARR

Note: 1) Detailed cases available in the appendix

Hypothesis 
Development
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Pricing and Packaging Strategy
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Optimized pricing by understanding customer segments, product usage, and offerings to compile a 
cohesive set of pricing packages

Situation
A PE-backed, lower-middle market B2B SaaS company had 
been growing steadily, but had a stale pricing/packaging

Solution
Refined customer segments including product usage, sales 
(cohorts and win/loss), lead generation, and customer 
success data to derive and communicate an accurate 
understanding of customer segments
Developed churn propensity model to forecast impact of 
pricing changes on notable segments including downgrade 
and churn estimates
Crafted new bundles and pricing model to address new 
and existing customer segments

Impact
Crafted a new pricing package that unlocks monthly 
recurring revenue from a smaller segment and helps 
eliminate overutilization of support resources. Initial 
projections estimate 8% increase in ARR

Overview

Hypothesis 
Development
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Pricing Diagnostic and Implementation
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Analysis of pricing data and internal practices suggested opportunities to tailor pricing to specific 
customer segments

Situation
After conducting a pricing diagnostic for an incoming CEO’s 
value creation strategy, the PE-Backed SaaS and tech 
enabled services company realized there were significant 
gaps in pricing across multiple business units

Solution
Benchmarked pricing performance through analyses of 
win rates, cost base, customer satisfaction, churn, help 
desk performance, and product usage
Created new offerings and optimized pricing levels to 
stem churn, attract enterprise customers, empower sellers 
with flexibility in negotiation, and drive CSAT
Implemented pricing changes through coordination 
between management, finance, contracting, operations, 
and sales

Impact
Pricing optimizations and new offerings estimated to drive 
10% ARR improvement over baseline within ~1 year

Overview

Hypothesis 
Development
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Thank You

Mike Zeidlhack
Mike.Zeidlhack@archview.co

LinkedIn
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Special thanks to the investors and/or operators at the following firms for providing feedback:
DFW Capital, GI Partners, LLR, Housatonic, Incline, Dura Software, Riverside, Trivest, Devonshire, CVC, Lock 8, and Vista

mailto:Mike.Zeidlhack@archview.co
http://www.linkedin.com/in/mikezeidlhack
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