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Pricing: What's Broken &
How to Fix It

Al broke the seat-based SaaS model. Every query has real compute
cost. Gross margins at 80-90% now compress to 50-60% for Al-

native products, but still most founders haven't updated their
pricing.

D-60% 74% 16%

Gross margin for Al- of companies with Al have commercialized Al
native SaaS vs 80-90% products monetizing or as a standalone product
traditional testing it (McKinsey)

The 3 Broken Archetypes

Seat-Based Holdout

A user can drive 100x the compute cost of a light user yet pays the same seat

price. Bessemer VP confirms Al-native companies are broadly cancelling seat-
based pricing.

Token Trap Soft-ROI Add-On

Technically accurate, commercially Vague "Al productivity add-ons" are the
unsuccessful. Unpredictable bills make riskiest position in 2026. As 2025 pilots
users cut back or leave early, hit renewal, customers demand proof,
increasing churn from the start. not potential.
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Companies that bundle Al into their core product and
price on measurable outcomes see 2-3x higher
customer traction vs. soft-ROI add-on models.

McKinsey, September 2025

Pricing Model Adoption - Al SaaS 2026

Hybrid
(base + usage)

Usage-based only

Seat-based only

Qutcome-based

Flat-rate only
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Source: High Alpha SaaS Benchmarks 2025 / Valueships Al Pricing Research 2026
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The 4-Action Pricing Fix

]

Challenge
Pricing not anchored to compute cost

The Fix

Map true COGS per query. Set a price that holds at 10
customers and at 1,000.

Challenge

Token pricing creates bill shock &
suppresses usage

The Fix

Shift to outcome/hybrid pricing with a real-time customer
spend dashboard.

Challenge
"We help you be more productive" - soft ROI

The Fix

Define one hard metric: time saved, tickets resolved, revenue
generated. Price at 20-50% of that value.

Challenge
Pricing set once, never revisited

The Fix

Run quarterly pricing reviews. If customers say "sold"
instantly, then you're undercharging.

p¢ saaslogic Page 3



02

Billing Infrastructure

Pricing strategy means nothing if your billing stack can't execute it.
Most SaaS companies built for fixed subscriptions. That same stack

IS now actively costing you revenue.

=7 7% 9% 30%

Revenue lost to billing errors of recurring payments Less billing prep time
at growth-stage SaaS fail on first attempt with modern Al billing
platforms

Most companies run separate PLG and SLG billing
stacks. Neither supports usage pricing cleanly. Pricing
flexibility is constrained by billing capability."

Metronome Field Report, 2025
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Wwhat Modern Al
Billing Must Do

®

10
00

Real-time usage metering

Receive API calls, tokens, and actions as they happen, no month-end
batch processing.

Hybrid pricing execution

Run base subscription + metered overages + commit tiers
simultaneously in one system.

Customer spend dashboard

Let customers see their spend in real time. This reduces bill shock
and halves support tickets.

Al-powered dunning

Dynamic retry timing based on card type, bank approval patterns,
and payday cycles.

Revenue recognition

ASC 606-compliant revenue recognition for multi-element Al deals.
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Retaining Customers

Existing customers generate 40% of new ARR. CAC rose 14%
through 2025. Retention is no longer a defensive metric; it is your
primary growth engine.

106%

48 %

9%

Median NRR across B2B Median NRR for Al-native Better retention in
SaasS - top performers SaaS vs 82% for enterprise vs. SMB
exceed 120% traditional B2B customers

NRR by Company Type - The Al Gap

Top B2B SaaS

Premium Al :
(>$250/mo) i

B2B SaaS Median 82%

Al-Native Overall 48%

Budget Al
(<$50/mo)

o

20 40 60 80 100 120

Source: ChartMogul SaaS Retention Report 2025
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“Median GRR for Al-native SaaS jumped from 27% in Jan
2025 to 40% by Sep 2025. The Al tourists are churning

out, committed customers are shifting to production use.”

ChartMogul 2025

5 Retention Levers That Actually Move
the Needle

Compress time-to-first value below 7 days

/0% of churn happens in the first 90 days. Companies delivering measurable value
within 7 days see 50% lower churn. So, map your minimum path to the core Al output
& remove every unnecessary step.

Build and act on a customer health score

Track login frequency, feature breadth, APl volume, and support sentiment. Health
score implementations see NRR lift of 6-12 points in mid-market SaaS.
(Benchmarkit, 2025)

Sell annual plans aggressively

Annual contracts show 8.5% annual churn vs 16% for monthly. Push the upgrade at
months 2-3 when engagement is high and complacency hasn't set in.

Close the value loop with ROl reporting

Build automated ROI reports before every renewal: hours saved, tickets resolved,

revenue influenced. Turn a soft value prop into a hard number the customer can take
to their CFO.

Use Al to predict churn 30-60 days out

46% of SaaS companies now use churn prediction models. Top implementations reach
88.6% precision and drive 10-15% churn reduction over 18 months. (FullView 2025)
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Reducing Churn

Churn is not just one problem; it has different causes. Treating it as
one can lead to fixing the wrong issue.

Voluntary Churn

Customer actively decides to cancel.
Avg B2B: 2.6% monthly

Causes: poor value, onboarding gaps,
pricing mismatch

Involuntary Churn

Payment fails - customer never intended
to leave.

20-40% of ALL SaaS churn

Causes: expired cards, bank declines,
fraud flags

The $129B Involuntary Churn Crisis

Recurly's 2025 forecast projects $129 billion in subscription revenue at risk
from failed payments. For a $10M ARR company, involuntary churn alone
could cost over $1M annually, fully recoverable revenue most companies
aren't even tracking. And 62% of users who hit a payment error never return.

12%

of payment failures from
expired cards - fully
preventable
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0%

of failed payments
recoverable with Al retry
engines

"'Mmo

Average extra
subscription life from a
recovered payment
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Churn Fix Matrix

Challenge
J 1 Expired cards triggering payment failures

The Fix

Deploy Visa/MC network card updater. Refresh card data before
billing cycles and not after they fail.

2 Challenge
J Rigid 3-day retry schedules

The Fix

Switch to Al retry logic timed to card type, bank patterns, and
payday cycles.

3 Challenge
J No alternatives offered before cancellation

The Fix

Build a smart cancel flow: pause, downgrade, or discount before
confirming cancellation.

4 Challenge
J Silent churn disconnected but not cancelled

The Fix

Run automated Day 7/30/60/90 check-ins. 1in 26 unhappy
customers complain; the rest just leave.

Challenge
J 5 No visibility into at-risk accounts
The Fix

Deploy a churn prediction model. Flag accounts 30-60 days early
and intervene before the decision is made.
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Churn Rate
Benchmarks by

Segment (2026)

Enterprise SaaS Mid-Market SaaS

0.5-1% ~15% 1.5-3% ~20%
High switching costs CS quality & QBRs
SMB Saa$S Budget Al (<$50/mo)

3-7% 31-58% ~8% ~65%
Value realization speed Al tourist effect

Premium Al (>$250/mo)

~1.5% ~17%

Commitment & value
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The 2026 Action Roadmap

Fix the highest-impact levers first. This sequence is designed to
stack wins with measurable results inside 60 days.

Expected Outcome

Week 1-2

Week 3-4

Month 2

Month 3

Month 4

Month 5-6
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Audit true Al COGS per query.
ldentify the one hard value metric
your customers care about.

Deploy network card updater & Al-
powered dunning. Activate smart
retry logic.

Build a customer-facing spend
dashboard. Migrate off billing
spreadsheets.

Launch hybrid pricing pilot with 20%
of new customers.

Push annual plan upgrades to top
40% of monthly subscribers.

Deploy churn prediction model. Build

automated ROI report module for
renewals.

Foundation for outcome-based
pricing.

Involuntary churn cut 15-38%
this month.

Bill shock eliminated. Finance
has one source of truth.

Real willingness-to-pay data
replaces pricing opinion.

Churn exposure reduced
30-407%.

At-risk accounts flagged early.
Renewals become value
conversations.
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Al Monetization Is
Not Just Pricing, It's

Your Growth Engine

The shift from seat-based SaaS to usage and outcome-driven Al
models is redefining how companies generate revenue, retain
customers, and scale profitably.

Stop leaving revenue on the table, Saaslogic helps
you optimize pricing, automate billing, and retain
more customers effortlessly.

Talk to our billing experts and see how you can
accelerate growth today with Saaslogic.

Schedule a free demo



https://saaslogic.io/request-a-demo?utm_source=ai_billing_and_monetization_guide



