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2026 B2B SaaS  
Price & Value Survey:  
 
A Monetization Log Jam



LOG JAM ON THE ST CROIX RIVER NEAR TAYLORS FALLS, MN

“On June 18, 1886, the jam was 

over 2 miles long, and 400 men 

were working day and night to 

clear it, while it was still 

growing at a rate of 700,000 

board feet per hour.” 

A similar log jam contributed to 

the bankruptcy of the Marine 

Mill saw mill three years earlier.
https://en.wikipedia.org/wiki/1886_St._Croix_River_log_jam



THE B2B MONETIZATION LOG JAM IS HERE

1. Pricing is Stalled by C-Suite and Sales, Not Technical Debt. 

2. Buyers Want Forecast-ability, Not an ROI Spreadsheet. 

3. Your Competitors are Pricing Your Product

ABOUT THE INAUGURAL PRICE & VALUE SURVEY: Between June 20th - July 10th, 2026 Pricing from the Start 
surveyed B2B SaaS leaders across industries and stages (N=30). Consider these findings directional, not 
statistical.

THREE KEY CONTRIBUTORS TO THIS MONETIZATION LOG JAM:

Product teams are shipping features faster than the commercial teams can monetize them. 
Right now, half of B2B SaaS companies are giving away expensive new AI features for 
free. This is creating a wide-spread monetization log jam, as margins are surrendered to 
minimize customer disruption and product complexity. Three gates are holding back 
monetization: internal buy-in, buyer predictability, and competitor anchoring.



1. PRICING IS STALLED BY C-SUITE AND SALES,  
    NOT TECHNICAL DEBT

The two leading triggers cited for 
premium product improvements are: 
‘proactive qualitative research’ and 
an ‘built an impressive technical 
capability’. All told, >30% of 
respondents describe some version of 
this build-first, price-second 
sequence. A common story, even 
before the adoption and 
incorporation of LLMs. 

Half of respondents report 
incorporating AI features while 
leaving their pricing model 
unchanged.

WHAT’S THE PRIMARY TRIGGER 
FOR A NEW PREMIUM FEATURE?

3%

3%

7%

14%

14%

28%

31%

Proactive qualitative research
Our product team built a technically impressive capability
A high-value prospect demanded the capability
No tiers
Customer Suggestions / Bug Reports
A major competitor launched a similar feature
C-Suite decision



HOW HAS AI IMPACTED YOUR 
CUSTOMERS’ RESPONSE TO 
YOUR PRICING & PACKAGING?

1. PRICING IS STALLED BY C-SUITE AND SALES,  
    NOT TECHNICAL DEBT (p. 2)

Another 30% report no measurable shift 
in customer response to their launch of 
AI features. In short, LLMs have 
unlocked substantial product velocity 
without a corresponding effort to 
recoup the initial investment or the 
ongoing token costs.  

CEO/Founders own pricing 57% of the 
time with ‘No Single Owner/Committee’ a 
distant second at 27%. This isn’t 
unusual given pricing's strategic 
significance - larger surveys found a 
similar concentration (SBI 2026 State 
of SaaS Pricing).

3%

7%

7%

27% 57%

CEO / Founder
No Single Owner / Shared
CPO
CRO
CFO

WHO OWNS PRICING?

7%

13%

30%

50%

AI features added, pricing model unchanged
We haven’t seen a measurable shift yet
 Customers are asking to price against outcomes
 Customers are pushing back on seat-based pricing

https://sbigrowth.com/tools-and-solutions/state-of-saas-pricing-report-default-vs-deliberate-decision
https://sbigrowth.com/tools-and-solutions/state-of-saas-pricing-report-default-vs-deliberate-decision
https://sbigrowth.com/tools-and-solutions/state-of-saas-pricing-report-default-vs-deliberate-decision
https://sbigrowth.com/tools-and-solutions/state-of-saas-pricing-report-default-vs-deliberate-decision


WHEN YOU CANCEL OR DELAY A PRICING 
CHANGE, WHAT’S THE LIKELY REASON?

When asked why planned pricing or packaging 
changes get delayed or cancelled, the top two 
answers are people: ‘Sales or Customer Success 
pushback’ and ‘disagreement across executive 
leadership’. Product and infrastructure 
constraints combined are just 27% of the 
delays.  

Whether fear of putting revenue at risk, fear 
of customer reaction, or lack of executive buy-
in, this suggests the flood of new features 
enabled by LLMs are not compelling enough for 
leadership to champion, or customers to notice.   
 
This is the core tension in the monetization 
log jam. 

1. PRICING IS STALLED BY C-SUITE AND SALES,  
    NOT TECHNICAL DEBT (p. 3)

8%

19%

15%
27%

31% Sales/Customer Success pushback
 Executive disagreement
Not yet occurred
 Product Engineering constraints
 Infrastructure limitations



2. BUYERS WANT FORECAST-ABILITY,  
    NOT AN ROI SPREADSHEET 

The most popular pricing metric in the responses is usage/volume, followed by per-seat and 
single flat fee. Even though per-seat and flat fees map poorly to customer value, they are 
highly forecast-able. Buyers forecast their headcount for the next year, they forecast business 
volume. They can’t yet forecast tokens. The reports of companies burning through LLM budgets 
unexpectedly fast and surprising overage bills make token/credit-based pricing terrifying.  

As the continued popularity of per-seat pricing suggests, a highly granular ROI is not required 
for a renewal, broad brush strokes are fine. “Are we happy with this?” vibes are sufficient.  

WHAT IS YOUR PRIMARY PRICING METRIC?Larger studies (SBI 2026 State of SaaS 
Pricing) have shown buyers perceive 
difficult to forecast pricing models as 
more expensive.   

This want for quiet forecast-ability 
expands to the entire buyer-vendor 
relationship. 

8%

19%

19%
19%

35%

Usage / Volume
Per Seat
Single !at fee
Industry-specific Metric
Credits / Tokens

https://sbigrowth.com/tools-and-solutions/state-of-saas-pricing-report-default-vs-deliberate-decision
https://sbigrowth.com/tools-and-solutions/state-of-saas-pricing-report-default-vs-deliberate-decision


WHAT’S THE BIGGEST ASSUMPTION YOUR LEADERSHIP 
MAKES ABOUT WHY CUSTOMERS RENEW?

“When things are going well, 

customers want outbound access to a 

human on their terms. They don't want 

incoming messaging from you at all. 

No quarterly business review. No 

status-checking emails. No how’s-it-

goings. No celebrations. Nothing.”  

- Chief Product Officer @ <$1M SaaS.

2. BUYERS WANT FORECAST-ABILITY,  
    NOT AN ROI SPREADSHEET (p. 2)

Buyers are currently rewarding those vendors not requesting their attention. This creates a 
self-reinforcing market dynamic, where leadership also trusts customers are happy because 
customers aren’t requesting the vendors’ attention. Getting the clarity on what’s valuable and 
permission to expand that value is a risky proposition - simply calling attention to yourself 
may introduce churn risk.

4%

8%

16%

20% 24%

28%
They're happy with us
We're critical infrastructure for them
We've got a great product
We provide a clear ROI
Too early to tell
Network e"ects



WHAT’S THE PRIMARY REFERENCE FOR YOUR PRICING

3. YOUR COMPETITORS ARE PRICING YOUR PRODUCT
Competitor pricing is the single most-cited reference point for setting price level (30%), 
ahead of financial impact to the customer's business (27%). Cost plus pricing came in at 20%. A 
smaller number of responses tie pricing directly to their customers’ business impact. This 
includes pricing against customers’ annual revenues, assets under management, or budget levels. 

This margin risk introduced 
by LLM-enablement, along with 
the challenges of accessing 
quality competitive pricing 
information, underlines the 
importance of shifting toward 
pricing built on customer 
business impact.  

3%

3%

3%

3%

10%

20%

27%

30%

Competitors' Pricing
Financial Impact to Customers' Business
Cost Plus
Customers' Revenue Level
Something else
Combination
Arbitrary
Market Research



• Constructed in 1890, 11 miles 

upstream, for $250K.  

• Lumbermen could now control 

the flow of water & logs on the 

St. Croix River. 

• Result: No further log jams. 

Clear your monetization 

log jam - Build a dam.

THE NEVERS DAM



THE B2B SAAS ‘MONETIZATION DAM’
The investment in the Nevers Dam gave lumbermen control and consistency in 
transporting logs to saw mills for commercialization, even at high volumes. 
 
In B2B SaaS, the equivalent control point is pricing against customer business 
impact rather than competitors or costs. This addresses the three survey 
findings: 

• Pricing delayed by C-Suite and Sales -$ All features are quantified against 
commercial value before they ship, not after. 

• Buyers optimize for forecast-ability -$ A business-impact metric gives buyers 
a number to forecast against, rather than bracing for an unexpected overage 
charge. 

• Pricing anchored to competitors -$ Pricing aligned to the customer’s business 
and financial outcomes. 



ABOUT PRICING FROM THE START
Pricing from the Start (of every feature) helps B2B SaaS leaders architect 
expansion revenue when: 
• AI is changing product value 
• Expansion revenue is slowing despite product-market fit 
• Pricing no longer reflects customer business outcomes 
• Investors are pushing for efficient, profitable, growth 

Let’s Clear Your Monetization Log Jam 
Book a 20 minute call to assess your next three features against your current 
pricing model.  
 
https:/#cal.com/pricingfromthestart/logjam 

Prefer to go deeper first? 
• Subscribe to the For Starters newsletter:  
https:/#forstarters.substack.com/  
• Visit: PricingFromTheStart.com 
• Email: garrick@pricingfromthestart.com 

https://cal.com/pricingfromthestart/logjam
https://forstarters.substack.com/
http://PricingFromTheStart.com
mailto:garrick@pricingfromthestart.com


SURVEY PARTICIPANTS

Sales-led
Product-led

Both

6 12 18

BY GTM MOTION

Software 
Sales 

Finance
Real Estate
Accessbility

Manufacturing
Health

Construction
IT Infrastructure

Energy
Agriculture
Marketing

Customer Support

2 4 6

BY INDUSTRY
Founder / CEO

Other C-Suite
VP / Senior Dir

Director
Other

7 14

>$100M $50M-100M $5M-$20M $1M-$5M <$1M

BY TITLE


