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Output-based Performance-basedActivity-based

SubscriptionSeat-based Skill-based Outcome-basedHybrid pricing

Usage-based

FTE-based Feature-based Value-based Success-as-a-service Volume-based

Revenue Share Pay-for-PerformanceTask-based Dynamic-pricing

Work-basedCredit-based Platform-fee Consumption-basedSeat-based

Flat-rateNamed user licenses Conversation-based Conversion-based

Confusing cloud of pricing models
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Actually only three primary hybrid pricing models

Output-based

Volume-based

Task-based

Activity-based

All-you-can-eat

Consumption-based

Usage
Role-based

FTE-based

Named user licenses

Seats
Success-based

Outcome-based

Value-based

Outcomes
Revenue Share

Performance-based
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Everything else is how to describe it and sell it to customers

UsageSeats Outcomes

Packaging & Positioning

Guardrails
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Make pricing easier for you
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Everett Berry

Head of GTM Engineering

Our guest
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AI fundamentally changes the core value delivery model

Enable users to deliver results
Traditional SaaS

Seats-as-a-Service

Deliver Results
AI SaaS

Success-as-a-Service

Pay for access Pay for results!
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AI creates value in ways traditional SaaS can't

Works 24/7 Gets better over timeProves its value
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AI costs scale differently than traditional SaaS

Co
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Number of users/usage

Every AI interaction costs 
you real money

A few power users can 
blow your budget

Without guardrails, 
goodbye margins

AI CostTraditional SaaS Cost
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Golden Rule No. 1

Find your value
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Golden Rule No. 2

Match your model
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Golden Rule No. 3

Build guardrails
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Three golden rules for AI pricing success

Find value

1

Match your model

2

Build guardrails

3

Product-led data enrichment 
and growth automation

Credit consumption that scales 
with leads

Credits are capped and 
features are gated
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Get this right or 
nothing else mattersYour

Find what your customers truly value

1 RULE 1
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Find your value metric by asking these questions

1 RULE 1

What specific 
problem does your 
AI solve?

How do customers 
measure success 
with your product?

What unit naturally 
scales with that 
value?
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“Boost your enrichment 
coverage … by searching 
100+ providers for any 
data point.”

Clay's search-based value ties directly to enrichment

1 RULE 1
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Value 
delivered

Earn more 
revenue

Match your pricing model to how value is delivered

2 RULE 2

When your 
customers win, 
you should 
earn more.



©2025 SCALE VENTURE PARTNERS

Find your pricing model by asking these questions

2 RULE 2

How do your 
customers experience 
and measure value?

Can you predict 
how much they’ll use 
your AI?

How quickly do costs 
climb with usage?
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Subscription or platform fee
Base Access Model

*Predictable

Growth Driver 
Value scaling

*Unlimited upside potential

Hybrid models give you predictability plus upside

2 RULE 2

Hybrid model = base access + value scaling

Seats

Usage

Outcomes
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Value Scaling: 
Enrichment activity, more credits = 
more searches

People/Company searches

Base: 
Tiered predictable pricing scales with 
enrichment activity

Clay's hybrid usage model scales with enrichment value

2 RULE 2
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Costs

Build guardrails that protect without limiting

3 RULE 3

Key to sustainable AI 
economics

Guardrails

Costs

Revenue
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3 RULE 3

The balancing act: variable costs vs. customer expectations

Customer needs:

Protection from bill 
shock

Fair pricing aligned 
with value

Consistent, 
forecastable costs
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Strategic market fit:Initial market fit:

Don’t just price for value—price for adoption, growth, and trust

Aligned with value

Acceptable

Consumable

Predictable

Scalable

Auditable

Sustainable

Differentiable
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Three golden rules for AI pricing success

Find value

1

Match your model

2

Build guardrails

3
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The Problem tells you 
how to price it.

Procurement tells you 
how to sell it.
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Get started and download the 
“How to Price AI” one-pager!
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