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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

Pricing-related Challenges to Solve... Questions to Ask or Analyses to Run... Actions to Take...
* Churnis high * Offerings bundled correctly? * |dentify risks
* Product/market fit gap e Customer segments accurate? * Socialize opportunity

* Pricing isn’t optimized * Comp plan aligned? * Manage change



Pricing and Go to Market Background

Mike Zeidlhack

mike.zeidlhack@archview.co

M: +1 (630) 244-2570 -~
LinkedIn Highlights

Experience
. . . *  2x GM and Interim GM for Saa$S and tech enabled services
Interim GM and Operatlng EX€C, ArChVIEW *  Selling and marketing software and services, cross industry

e  GTM and product strategy focusing on aggregators and PE PortCos

Selected Pricing Projects
GM/COO, Phrase Health * As B2B SaaS GM at Phrase, led two primary pricing projects
*  Usage-based pricing model experiment with sales/CS
* ACVincreased by 26% from recurring pricing increase

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

Led functions including sales, growth marketing, strategy, finance, and operations

Business FE//OW, MEST (Ve nture Stud |O) »  Pricing + packaging strategy for PE-backed B2B Saa$ (est. 8% lift)
] o *  Refined customer segments
Advised entrepreneurs on pricing, product strategy, etc. . Developed churn propensity model to forecast impact
*  Crafted new bundles and pricing model
Strategy Consu/tant, Accentu re *  Diagnostic + Implementation for PE SaaS/services (est. 10% lift)
Samples projects include new product and market innovation; customer experience use case valuation; o Benchmarked pricing performance
customer data use case valuation e Created new offerings and optimized pricing levels

* Implemented pricing changes

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

Northwestern University, BS, Economics; Learning & Org Change
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Exec Summary: Where to Begin?

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

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

Churned customers with CS/AM notes

Adoption by product, feature, and integration

Rev Ops / Finance Profitability per product

Customer segmentation overview

Note: Topics often cross multiple functions Confidential .. 6
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Hypothesis
Development

Hypothesis Development: Case Studies

Other companies’ learnings help identify potential hypotheses to explore

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

This schedule provides clear pricing guidelines with flexibility to
attract new, larger clients

Standacd o dminsupportay ] Hourysenics
Senall Medium Large Senall Medum Large Small Medium

—
de siedn R dem eiei G (4Rl Simka | G | -rdserher
Fee Schedule. See Rate Card $250
‘Sales Lowest
Price to Offer’ See Rate Card. nrs
CRO Lowest Rate. . Rate Card n/a <80,
Festraped e M TR ) . Me66T  sa19% e YRR s2ase 5175
CFO Lowest
Price to Offer T80 TBD Teo TBD TBD TBD TBD TBD TBD TBD

BU (SaaSBU) | SaaSBU Only

Per emplayee record  Per employee record

| Fee scheduie $10 $10
7] soes Lowest PricetaOftrt i Labax st 57
il CRO Lowest Priceto Offer Change Labor first? s

CFO Lowest Price 0 Offer o0 0

.

Providing more freedom to sellers leads to

+10% ARR

Note: 1) Detailed cases available in the appendix

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

Feature Adoption

Approximately four features appear to be a core part of nearly half of all agencies

+ Broad feature ussge might maka
ing multi-product pricing
tiors mare challenging for current

- customers
- smal

s n suggesiing
simple t v it best for ther
+ Mid-sized agencies ganerally use

o more features than ather segments

I | I I + §MS, Fax, Export, and Esign ara

widely usedl scross ol leams

. Ll el ol ot "

P £ g &P
& F e ¢ &
A & #

N + In addition to having been used at
i P

& least ance by a wide variety of
# toams, Honp data suggests thess
faatures sre slso used fraquenty
across those teams

Refining understanding of customer
differentiation leads to

+8% ARR

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

= Focus Areas for <Health System>
Inte:

63*
Infection-Related
Aler
I
88 2 iooa
Other Areas with Highlights vTE
+ &y specialty: Family Practice, Neanatolagy, and ICLYCritical Care + Clinicians are placing about 180% mare arders cutside of order sets than

« By diseaseicandition: Suicide / Depression risk, Asthma, ICU/Crlsical the average
care
Other Arsas with Notable Opportunities
+ By specialty: Hem/One, Endacrinology, Special Surgery, OBGYN
+ By disassercondition: CHF, Machanical vant

.

Aligning company and customer interests
through pricing leads to

+16% ARR
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Pricing and Packaging Strategy

Optimized pricing by understanding customer segments, product usage, and offerings to compile a
cohesive set of pricing packages

Overview
Feature Adoption Post-Sale: Customer Interviews

Approximately four features appear to be a core part of nearly half of all agencies »st-sale interviews with customers align with pre-sale sentime Situation
Sl — A PE-backed, lower-middle market B2B SaaS company had
w“é’-;w“m"" el M:;mm:"mw been growing steadily, but had a stale pricing/packaging
ey 1 S Solution
| | AR Mm“‘“”"“ G = Refined customer segments includir?g product usage, sales
LS ILE S S grEaes z . f e oo (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
Approach Overview New Pricing Model and churn estimates
There are three gptions that may best 2 .‘f.'?i""‘""'”” NT's assumptions and preferences for grovwth e FrOpRsss PieNg medsl St piatapNSRal asEIs s R customans eccyoia sCEE: Crafted new bundles and pricing model to address new
Summary |ttt e - — and existing customer segments
upae . 1 fih Impact
1 Base Retention
oro , " I oo Crafted a new pricing package that unlocks monthly
- recurring revenue from a smaller segment and helps
R eliminate overutilization of support resources. Initial
Cons T eyt R

most CLIEN + Complaxity: TED.

projections estimate 8% increase in ARR

Approsch that is highlighted in
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Pricing Diagnostic and Implementation

Analysis of pricing data and internal practices suggested opportunities to tailor pricing to specific
customer segments

Client has room to be more aggressive with pricing for customers

between 6 and 70 PCLs due to perceived price insensitivity

Addressable Churn by Replacement Option - June 30t 2023 to May 2024

Otas
610 % o
11025 % 1% 1% £ o
261070 % 1% 2% %
7110150 2% &% o% 2% %
151+ o% 14% 0% 5% o%
Addressable Chum% 3% 2% 1% ax ox

165

186 '
151 i
@ mx s27ee0
2wk sz
M7 % su2s

. Ourlamn
63% of a

represents about
ddressable MRR churn

« After 70 PCLs, churn of the segment

surtsru fcrease (L1: s more seniitve
price:

o 90to 150: 13%
© 110to 150: 19%

+ Below 5 PCLs, chum starts to
increase:

0to3: 14%
- Dto2:14%

. Ur\knuwn isa high Co bcriuu:

Febru:
:i(emrlzed fe e

Client's smallest and largest customers are most price sensitive, meaning price increases should target 6 to 70.

Our analyses of our cost structure identify we're able to be more

'24E Bottom-Up Estimate of Margin per Cust

competitive with our largest deals

*24E Top-Down Estimate of Margin per Cust

Assumes 22,100 Cust

BU 24E per PCL
SK s

Direct Expense

Sarvice Labor 4,844 219

Software-Related Labor 1,034 47

Hosting 232 10
Total Direct Expense $6,110  $276
Direct Expense (Manthiy} 509 s
SGEA

SGAA [excl. D&A) 9640 $436
Direct + SG&A $15,750 $713
Bieet  SGEA (Mamthi) San

Assumes 22,100 Cust

Direct Expenses - Labor
Helpdesk

Transition & Compl
Management
5aas BU

Direct Expenses - Hosting

Hosting

Total Direct Expense

Girect Erpesse (Mosthiy)
5G&A
SGRA [excl. D&A)

Direct + SG&A
Direct + 5644 (Monshiy]

We estimate monthly Direct Expenses to be around $23

BU24E  perPCL

K
4105 186
698 32
327 15
1228 56
232 10
$6,591 5298
s 428
6,998 n7
13,589 $615
e 51

G

Switching to a per PCL pricing approach addresses a maximum pricing (-

gap of $1.1M (+8%) for BU labor and software
ARR from Per PCL Pricing

<200 PCLs*

Maximum ARR Increase

ARR Client Captures?

e the
ettt cxucn Farafits
from our smallest customers (0 to 10
PCLs)

* Results from pricing tests,
conversations with account managers,

and account-by-account analysis
weould inform how m
increase can be captured

2023 ARR could have been 8% higher (maximum) if Client priced per PCL

This schedule provides clear pricing guidelines with flexibility to
attract new, larger clients

saiios I EmE==

SaaS BU

Fee Schedule

Sales Lowest

Price to Offert

CRO Lowest
Price to Offer
CFO Lowest

Price to Offer

|mso| mmom (nu )

See Rate Card

See Rate Card

$3992¢  $1818°

80 B T80

Mediom
(n sna 15110100) um)
Standard Rote Card +20%
Standard Rate Card +20%
Rate Cord i .
o, 467 53199

T80 T80 T80

Per emplayee record
Fee Schedule 510
Sales Lowest Price to Offer* Change Labor first®
CRO Lowest Price to Offer Change Labor first?
CFO Lowest Price to Offer 80

Per employee record
s10

u X lsn m uon
Standard Rate Card -25%
Standard Rate Card -25%

n/a <B0;
$3147°

$2348°

>80 PCLs, per hour

5250

$175

$175

Overview

Situation

Hypothesis
Development

After conducting a pricing diagnostic for an incoming CEO’s
value creation strategy, the PE-Backed Saa$ 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
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Thank You

Mike Zeidlhack
Mike.Zeidlhack@archview.co
LinkedIn

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