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GREAT PRODUCTS RARELY FAIL FROM LACK OF 
INNOVATION, THEY FAIL FROM WEAK PRICING

As a business owner, founder, or operator, what comes to mind when you think

about pricing? Apprehension? Uncertainty? Fear of losing customers? 

Pricing is rarely a pure product problem, it’s often a behavioral one.

Most pricing advice focuses on tactics: cross-functional teams, customer

interviews, competitor benchmarks. Useful, but incomplete. These approaches

often miss the psychological factors that drive both customer perception and

founder decisions.

Founders don’t underprice because the market demands it. In our work at

Decision Alpha, we see four main traps that impact pricing decisions:

1.🚫Flat pricing that ignores how different customers value the product.

2.🚫Weak reference points, pricing based on competitors and internal effort,

not customer outcomes.

3.🚫Poor framing, misalignment in how prices are presented, described, and

structured, which creates friction and reduces conversion.

4.🚫Reactive pricing, raising prices only when forced to, instead of planning,

testing, and refining systematically.

The result? Weak revenue, low LTV, and pricing that lags behind product

growth. 
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DECISION ALPHA OFFERS BETTER PRICING 

We believe pricing isn’t just about covering costs, it’s how you signal confidence,

build trust, and relay the value your product delivers. In this report, you’ll uncover

five psychological hangups that weaken pricing, and use the Decision Alpha Pricing

Framework to monetize your product fully, frame prices to resonate with your

customers, and build a pricing strategy that scales with you. 
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The‌ ‌framework‌ ‌works because it’s clear, behavioral, and scalable. It focuses on the‌

pricing levers that truly drive results, rooted in how customers make decisions, not‌

just what spreadsheets suggest. 

At Decision Alpha, we help founders turn pricing into a strategic growth lever

through custom solutions like Monetization Blueprints, 48-Hour Diagnostics, and

Behavioral Pricing Labs, designed for teams that need both insight and action. 

Let’s make pricing a growth lever you confidently control. 

Etinosa 
Etinosa Agbonlahor‌
CEO, Decision Alpha 

Decision Alpha Pricing Framework

1‌
Map‌ 

Monetization‌ ‌
Zones 

2‌
Quantify

Willingness‌ ‌
to Pay 

3‌
Frame‌ ‌
Prices‌ ‌

to Convert 

4‌
Test,‌ ‌

Refine‌ ‌
& Scale 

EACH STEP BUILDS PRICING THAT SCALES WITH YOU 

What you can charge for What to price How to present prices How to test new pricing
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5 PSYCHOLOGICAL
HANGUPS
UNDERMINING YOUR
PRICING, AND HOW
TO FIX THEM 
The Hidden Biases That Distort Pricing
Decisions and Undercut Growth



HANGUP 1: INSECURITY MASKED AS MARKET
READINESS

A B2B SaaS founder had a clean, focused product: automating weekly reporting,

saving teams hours per week. He launched at $90/month, but kept delaying a

price increase. “Let me add integrations first,” he said. “Then it’ll be ready.”

Six months later, churn was high. Customers saw it as a light utility, not a

critical tool. Under pressure to properly monetize, he introduced more

integrations and finally raised prices to $199/month, the impact on churn was

significantly less than he had feared. The price signaled confidence, and users

paid more attention. Ironically, the higher price made the product feel more

valuable. But his wait for “readiness” cost him both revenue and serious

adoption.
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THE BUSINESS THAT WAITED TOO LONG

Price for the outcome 

you already deliver

Why This Matters

The founder’s hesitation was understandable, but it wasn’t about features. It

was about uncertainty. Founders often hold back on pricing because they

conflate product completeness with value. That’s a self-assessment bias: the

more expertise we have, the more we see the gaps in our knowledge. Research

(Dunning, 2011) shows that experts often underrate their competence precisely

because they understand the complexity of what they’re building. As expertise

increases, confidence sometimes drops, not because the product is weak, but

because the founder is focused on gaps only they can see. That’s what holds

back pricing decisions.



Other research (Tversky & Shafir, 1992) found that uncertainty leads to inaction,

even when action would benefit you. In pricing, this becomes inertia: you delay

decisions while waiting for a vague internal green light.

What Uncertainty Sounds Like

“Let’s ship more features before we raise prices.”

“I don’t think we’ve earned that price yet.”

“We need more feedback before making changes.”

Why It Undermines Pricing

Waiting to feel “ready” stalls your revenue model. Worse, it sends a signal: if you

don’t believe your product is worth more, why should your customers?

Low pricing might be communicating uncertainty, rather than value, and may

muddy your product-market fit.

What To Do Instead

1.Price for the outcome you already deliver. Your customers are not looking for

perfection, they are looking for transformation. If your product solves a real

pain, it’s already valuable. 

2.Review pricing on at least a quarterly basis, even if adjustments are made

semi-annually. 

3.Treat price as a feature, not a reaction. Set a price that signals value, not

hesitation.

HANGUP 1: INSECURITY MASKED AS MARKET
READINESS
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HANGUP 2: FEAR OF BACKLASH DRIVES
DEFENSIVE PRICING

Chust, a fast-growing productivity tool had strong engagement, prime usage,

and investor pressure to monetize. The co-founders planned to launch a

$15/month premium tier, but worried early users would push back.

Instead of a clean switch, they launched a premium tier next to the free one,

without reviewing key features or guiding users through the shift. No firm

limits, no strong differentiation and a weak CTA to upgrade.

The result? Confusion.

Free users didn’t feel any urgency to move. Paid users weren’t sure what they

were paying for. The founders’ fear of upsetting people led to blurred value

boundaries, and weak monetization.
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THE FREEMIUM THAT NEVER LET GO

Defensive pricing

creates ambiguity

Why This Matters

This is risk aversion at work. When people are afraid of negative reactions, they

choose options that feel “safe”, even when they’re strategically damaging. We

fear losses (like user backlash) more than we value equivalent gains (like

stronger revenue) (Kahneman & Tversky, 1979). This risk aversion leads

founders to delay decisions, especially around pricing.



What Risk Aversion Sounds Like

“We’ll keep free for now and ease into paid.”

“We don’t want users to feel forced into anything.”

“We have to watch out for backlash.”

Why It Undermines Pricing

Defensive pricing creates ambiguity. Users won’t upgrade if they don’t see

what’s changed or why they should care. 

You don’t get backlash, but you also don’t get traction.

Over time, your brand becomes synonymous with “free,” customers stop

expecting to pay, and every future pricing move becomes an arduous process,

rather than a seamless progression.

What To Do Instead

1.Lead with a clear pricing shift, not a vague invitation. Users don’t resist

pricing, they resist confusion and surprise.

2.Use behavioral cues: define the premium clearly, communicate why it exists,

and frame the move as a benefit, not a punishment. Confidence is

contagious. Customers feel what you signal.

3.If you’re moving from freemium to premium, ensure your premium tier

offers distinct and valuable features not available in the free version. For

example, instead of just more storage, provide dedicated support,

onboarding services, or exclusive integrations that clearly separate the tiers.

HANGUP 2: FEAR OF BACKLASH DRIVES
DEFENSIVE PRICING

DECISION ALPHA™ WWW.DECISIONALPHA.CO04



HANGUP 3: YOU THINK CUSTOMERS NOTICE
PRICING MORE THAN THEY DO

In 2022, Slack implemented its first-ever price increase since its inception in

2014. Despite initial concerns about potential customer backlash, the company

approached the change with transparent communication and provided existing

customers the option to maintain their current rates by renewing early. 

The outcome was largely positive: users adapted with minimal resistance, and

support inquiries remained steady. 

This experience highlighted that the anticipated negative reactions were more

a product of internal apprehension than actual customer sentiment.​
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THE CHANGE NO ONE ARGUED WITH

Communicate price

changes with confidence

Why This Matters

Founders often overestimate how closely customers track price changes. But

research shows most people barely remember prices, even moments after

seeing them.  In a study (Monroe & Lee, 1999), only 47% of shoppers could recall

the price of an item they had just placed in their cart. 

Research confirms that in general, price awareness is low among customers

except when it’s unusually high or central to the decision (Zeithaml, 1982).

Your customers aren’t watching your pricing as closely as you are. The real risk

isn’t change, it’s poor communication.



What the Spotlight Effect Sounds Like

“We can’t raise prices, people will notice and churn.”

“Even small changes might upset users.”

“Let’s not risk it, things are fine for now.”

Why It Undermines Pricing

This fear leads to stagnation. Founders stick with outdated pricing, miss

opportunities to reflect increased value, and give up margin. Worse, when

change finally feels necessary, it’s harder, because the delay has raised the

stakes. Every pricing move starts to feel like a high-stakes gamble, even when

the market barely flinches.

What To Do Instead

1.Understand that most users won’t notice small shifts, and those who do care

about value, not just price. Frame changes clearly:

Focus on new value or improvements.

Give existing users a grace period or grandfathered rate.

Communicate early, with confidence.

2.Decision Alpha helps communicate pricing moves so that your pricing

resonates with the right customers. Minimizing churn, maximizing trust.

HANGUP 3: YOU THINK CUSTOMERS NOTICE
PRICING MORE THAN THEY DO
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For actionable scripts on how to raise prices without losing trust,

see page 38 of this report: How to Raise Prices Without Backlash.



HANGUP 4: EFFORT-BASED PRICING BIAS

Ari, a developer built a lightweight browser extension that automatically flagged

inconsistencies in spreadsheets, a real painkiller for operations teams. It took a

weekend to ship. When asked about pricing, he said:

“I can’t charge, it was just a side project.”

But early users loved it. It saved teams hours each week. Still, Ari couldn’t bring

himself to raise the price, because in his mind, effort = value.

It wasn’t until his partner suggested pricing based on time saved, not time

spent building, that he adjusted. At an annual $100 fee, uptake increased, not

because the product changed, but because the price finally matched the value.
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“IT ONLY TOOK A WEEKEND”

Price based on value

delivered to customers

Why This Matters

Research has found that people inflate the value of what they build themselves

(behavioral economists call this the IKEA effect), but only when they perceive it

as effortful. If it feels easy, they assume it must not be worth much.

When founders build quickly or easily, they tend to undervalue their own

product, even if it’s impactful.

That’s a cognitive trap. Users don’t care how hard something was to build. They

care about what it does for them. 



Consider WhatsApp: a simple messaging app built with a lean team, yet valued

at billions. Simplicity in creation doesn’t limit the price you can command, value

lies in the impact, not effort.

What Effort-Based Pricing Sounds Like

“It only took a few days, feels weird to charge a lot.”

“This was quick to prototype, so let’s keep it cheap.”

“Feels wrong to price something high when it didn’t take much to build.”

Why It Undermines Pricing

Effort-based pricing leads to underpricing your most scalable wins. Just

because something was easy to build doesn't mean it isn't valuable. If anything,

ease of delivery means better margins, faster growth, and more leverage.

Pricing based on your own sweat is irrelevant. Customers don’t see your Git log,

they see outcomes.

What To Do Instead

1.Price based on the problem you solve and the value you create, not the

effort behind it. What matters is how your product changes someone’s day,

workflow, or results.

2.Don’t let internal effort become your pricing anchor. Let external impact be

the guide.

HANGUP 4: EFFORT-BASED PRICING BIAS
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HANGUP 5: ANCHORING TO COMPETITORS

Amy, a SaaS founder launching a data analytics tool wanted to price it

“competitively.” She looked at similar tools in the space and saw most priced

around $49/month. Without thinking much more, she set her price at $45,

slightly lower, to attract more users.

But her product was faster, more specialized, and saved teams more time than

others. It wasn’t just another tool.

Customers didn’t see the difference because the price didn’t signal it. Instead of

being the premium choice, she became the cheaper alternative, and attracted

price-sensitive users who churned often. Anchoring to competitors locked her

into their logic, not her own.
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THE RACE TO THE BOTTOM

Pricing should
differentiate your product

Why This Matters

When people lack clear internal reference points, they grab the closest number

they can find, even if it’s irrelevant. This is called anchoring. Research (Tversky

& Kahneman, 1974) shows that once a number is introduced, people tend to

anchor around it, even if it’s arbitrary. 

In pricing, founders anchor to what others are charging because it feels safer

than creating their own model. But competitors’ prices reflect their product,

strategy, and audience, not yours.



If these hangups resonate, it’s because they’re real, and common. But solving

them isn’t about more guesswork. It’s about applying research-backed

methodologies to create pricing that resonates with your customers. 

At Decision Alpha™, we use our proprietary pricing framework to help

founders and teams break free from pricing fear and confusion. This framework

guides you to:

Map Monetization Zones: Tailor pricing to customer segments and

maximize value capture.

Quantify Willingness-to-Pay: Price confidently using data from your ideal

customers.

Frame Prices to Convert: Use proven behavioral cues to make your price

feel right.

Test, Refine & Scale: Evolve your pricing as your product and market

mature.

BUILD A PRICING SYSTEM THAT SCALES WITH
THE DECISION ALPHA PRICING FRAMEWORK
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BUILD A PRICING
SYSTEM THAT SCALES  

DECISION ALPHA

PRICING

FRAMEWORK
A Behavioral Framework for Setting
Prices That Drive Growth 



WHERE TO START: PRICING DIAGNOSTIC 

5 qui‌ck questions reveal if your pricing is helping you scale, or‌  ‌holding you back. 
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SEE IF YOUR PRICING IS FUELING GROWTH, OR HOLDING IT BACK 

2. Is your pricing based on what competitors charge, or internal costs? 
☐ ‌Yes ->‌ You may be leaving value on the table. Research your‌

customers Willingness to Pay.‌  
☐ ‌No 

3. When did you last raise prices or test a higher pricing structure? 
☐ ‌Over 6 months ago -> ‌You may be pricing reactively. Strategic pricing‌  

is as planned as the features on your roadmap. Test, Refine & Scale

Intentionally.‌  
☐ ‌More recently 

4. Does your sales and GTM team feel confident explaining your pricing? 
☐ ‌No ->‌ If you’re not sure, your customers won’t be either. Review how‌

to Establish Price Frames Using Behavioral Economics Insights. 

☐ ‌Yes 

5. Do you know your CAC payback period, and is it under 12 months? 

☐ ‌No ->‌ You’re likely underpricing or over-investing. Your pricing should‌

drive faster recovery. Research your customers Willingness-to-Pay.‌  

☐ ‌Yes 

1. Do all your customers pay roughly the same amount, no matter how they

use your product? 
☐ ‌Yes‌ ‌-> ‌You may be missing high-value revenue. Different users =‌

different value = different prices. Start by Mapping Monetization Zones. 
☐ ‌No 



THE DECISION ALPHA PRICING FRAMEWORK 
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2. Quantify Willingness to Pay 
Anchor pricing to perceived value, not market noise. Use quantitative research to‌

uncover what real customers are willing to pay for the jobs identified in step 1. 

3. Frame Prices to Convert 
Should your price be monthly or annual? End in .99 or a round number? In some‌

markets, 8 signals luck, while 9 suggests value. How you present pricing can attract‌

or repel. Framing shapes perception as much as the number itself. 

4. Test, Refine, and Scale Pricing Intentionally 
Plan for price increases, test them intentionally, and refine as your product grows.‌

Pricing clarity comes from iteration. 

1. Map Monetization Zones‌  
Segment customers by jobs-to-be-done and expected outcomes, not size. Price for

the job they need done, not just who they are. 

1‌
Map‌ ‌

Monetization
Zones 

2‌
Quantify

Willingness‌ ‌
to Pay 

3‌
Frame‌ ‌
Prices‌ ‌

to Convert 

4‌
Test,‌ ‌

Refine‌ ‌
& Scale 

EACH STEP BUILDS PRICING THAT SCALES WITH YOU 

Decision Alpha Pricing Framework



STEP 1: MAP MONETIZATION ZONES 

Jo, a founder running a B2B workflow automation tool set a flat price. Simple.‌

Scalable. Seemed fair. However, her customers included SMBs using the tool for‌

basic task reminde‌rs, light use, low stakes, and m‌id-market teams automating

complex approval flows, saving hours weekly, driving real ROI.

But the flat price didn’t reflect that difference. SMBs were happy but barely‌

contributed to growth. Mid-market teams churned, not because the tool lacked‌

value, but because it felt underpowered for the price. They expected more.‌

Enterprise teams didn’t even return her sales team’s calls. She was pricing for‌

who they were, not what they needed.‌  

When she mapped Monetization Zones, she realized mid-market teams saw 10x‌

more value, and would pay for premium support. Flat pricing had killed growth.‌

Segmenting by behavior unlocked it. 
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THE FLAT PRICE TRAP 

Price from a customer-lens

not from costs or effort 

Why This Matters‌

Most founders price base‌d on company size or industry. But customers don’t‌

pay based on who they are. They pay for progress, for getting a job done.‌

Jobs-to-Be-Done theory (Christensen, 2003) shows that pricing power comes‌

from aligning price with the specific context and outcomes each customer‌

wants, not ‌surface-level attributes. Slack’s freemium model clearly segments

usage: free access suits small, basic teams, while the Standard plan supports

larger teams needing advanced collaboration. 



Step 1: Id‌entify Key Customer Types Based on Use

Not all customers use your product the same way. Segment them by how they‌

interact with it, not by company size or title. 

Key Q‌uestions 

1.Who are your distinct customer types based on how they use your product? 

2.Are some using it for simple tasks, while others rely on it for complex,‌

‌mission-critical work? 

3.Where do patterns of use differ (e.g., frequency, depth, scale)? 

HOW TO MAP MONETIZATION ZONES 
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Jo’s‌ Customer Types Based on Use 

SM‌Bs‌  

Use‌ Case: ‌Basic task‌

reminders for small teams. 

Behavior:‌ Low-frequency,‌

minimal complexity. 

Need‌: Simple organization. 

Mid-Market Ops Team‌s‌  

Use‌ Case: ‌Automating‌

approval workflows. 

Behavior:‌ High frequency,‌

moderate complexity. 

Need‌: Workflow efficiency‌

and compliance. 

Enterprise Client‌s‌  

Use‌ Case: ‌Cross-‌

departmental compliance. 

Behavior:‌ High-frequency,‌

mission-critical processes. 

Need‌: Custom solutions,‌

SLAs, and support. 



Step 2: Define Job-to-Be-Done for Each Customer-Type‌

Each customer type has a specific goal. Break down what they’re trying to‌

achieve, from their perspective, and where your product fits into that process.‌

Key Questions 

1.What is your customer’s overall journey and where in that journey does your‌

‌product provide value? 

2.What is this customer trying to accomplish? 

3.What are the steps they take to get there? 

4.Where in that journey does your product save time, reduce effort, or

improve outcomes? 

5.Think through the lens of friction. Where is their pain? Where does your

product remove barriers or improve flow? 

HOW TO MAP MONETIZATION ZONES 
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SM‌Bs‌  

Mid-Market‌

Ops Team‌s 

Enterprise‌

Client‌s‌  

Send‌ automatic‌
reminders.‌        

Sync‌ tasks with‌
team calendars. 

Track‌ task‌ ‌
completion.‌   

Trigger multi-‌
level‌ approvals‌
automatically.‌  

Trac‌k‌ ‌
completion and ‌
approval times.‌   

Generate‌ ‌
audit-ready ‌
reports.‌         

Performance‌ ‌
monitoring for ‌
SLAs.‌                   

Real-time‌ ‌ ‌
dashboards for‌
compliance.‌      

Customize‌ ‌ 
approval rules‌
and roles.‌        

Jo’s‌ Customers Job-to-Be-Done 



Step 3: Note Where Your Product Attributes Align with Customers’ Needs‌ ‌

Once you’ve mapped out your customers’ Jobs-to-Be-Done, the next step is to‌

identify where and how your product delivers against those jobs. This helps you‌

determine what attributes to price for within your features. 

Key Question: ‌Where in your customer’s journey does your product provide‌

tangible value, saving time, reducing effort, or improving results? 

1.Which features directly help customers complete their job faster or better? 

2.Where does your product reduce friction or eliminate manual tasks? 

3.Are there premium features (integrations, reporting, support) aligned with

high-value jobs? 

4.Which attributes are essential (critical for customers to get their jobs done)

vs. optional enhancements? 

SM‌Bs‌  

Mid-Market‌

Ops Team‌s 

Enterprise‌

Client‌s‌  

Send‌ automatic‌
reminders.‌        

Sync‌ tasks with‌
team calendars. 

Track‌ task‌ ‌
completion.‌   

Trigger multi-‌
level‌ approvals‌
automatically.‌  

Trac‌k‌ ‌
completion and ‌
approval times.‌   

Generate‌ ‌
audit-ready ‌
reports.‌         

Performance‌ ‌
monitoring for ‌
SLAs.‌                   

Real-time‌ ‌ ‌
dashboards for‌
compliance.‌      

Customize‌ ‌ 
approval rules‌
and roles.‌        

HOW TO MAP MONETIZATION ZONES 
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Jo’s Monetization Zones: Features and Attributes Customers Value 



Jo’s Monetization Zones aren’t just about customer types, they’re the ‌value-‌

driving attributes her product delivers at each level. These are the features and‌

outcomes that customers are willing to pay for, based on the problems solved‌

and the results achieved. 

Different customer types don’t always need different features, they experience

different value from the same features. A workflow automation might save an

SMB a few hours a week, but for an enterprise client, that same feature could

save tens of thousands in operational costs or compliance risks. Pricing should

reflect value delivered, not feature access. 

By mapp‌ing your customers' use cases, jobs-to-be-done, and alignin‌g th‌em‌

with your product’s attributes, you’ll uncover where your product delivers the‌

most value, and where that value shifts across customer types: your‌

Monetization Zones.‌  

NOW THAT YOU’VE MAPPED MONETIZATION
ZONES 
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Now, ‌it’s time to mov‌e beyo‌nd internal assumptions and focus on what your‌

customers are actually willing to pay for that value. In the next section, we’ll‌

explore how to quantify your customers‌ ‌willingness to pay, a behavioral‌

approach to pricing based on customer perception, not just benchmarks or‌

internal costs.‌

This is where pricing becomes a confidence signal, grounded in the psychology‌

behind how people make financial decisions.‌  

Monetization zones are
where your customers core

needs align with your product
offerings‌  



STEP 2: QUANTIFY WILLINGNESS TO PAY 

Amin, co-founder of a collaborative analytics platform, priced her product‌ at‌

$389, because her competitor charged $399. But her product wasn’t solving the‌

s‌ame problem. Her‌ users weren’t buying another BI tool. They were growth‌

teams, using her platform to run faster experiments, saving hours per sprint. By‌

anchoring to a competitor, she sold herself short. Her users valued speed and‌

ROI, not dashboards. 

After sitting down with her team and customers to map Jobs-to-Be-Done and‌

the Monetization Zones within her product, she and her co-founder reframed ‌

pricing around impact, not features.‌  
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ANCHORED TOO LOW 

Pricing follows value, even
when features stay the same

The new tiers allowed custo‌mers select custom feature-based pricing with a fee‌

for each feature. Engagement improved. After grandfathering their old‌

customers into the old pricing for six months, the higher price signaled they‌

understood their customers stakes, and it ‌stuck. 

The Shift: How to Know What Customers Will Pay‌
Once you’ve mapped your Monetization Zones and understand your customers’

jobs to be done, you can get to the heart of pricing. 



KNOW WHAT YOUR CUSTOMERS ARE WILLING
TO PAY 
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1. For each feature or attribute in your Zone of Monetization, ask customers:‌

At what price would this feel like a bargain?‌

At what price would it feel expensive, but worth it?‌

At what price would it feel too expensive?‌

At what price would it feel too cheap to trust? 
These four questions, based on the Van Westendorp Price Sensitivity Meter,‌

give you a pricing range, what we call your Zone of Reasonable Pricing. As‌ your‌

pricing strategy matures, more complex Gabor-Granger methodologies can‌

quantify how demand shifts across price points, helping you fine-tune for‌

maximum revenue. 

2. Look Outside Your Industry 

Value is not confined to your market. If you solve scheduling in healthcare,‌

what’s the value of solving that problem in logistics or defence? That expands‌

 your understanding of the value you’re delivering, allowing you to price for‌

impact, not industry norms. 

Analytics 

Experim-‌

entation 

Custom‌

Support‌  

$150/month $300/month $800/month 

Amin’s Customer Averages 

At what price
‌would this feel‌
‌like a bargain? 

At what price would‌
‌it feel expensive,‌

‌but worth it? 

At what price
‌would it feel too‌

‌expensive? 

At what price
‌would it feel too‌
‌cheap to trust? 

$50/month 

$200/month $400/month $900/month $75/month 

$300/month $500/month $1,000/month $100/month 
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Your team often knows what customers value and expect. Ask:‌

What’s this outcome worth to the customer?‌

What have we seen them pay for similar res‌ults?‌

What price points have triggered pushback or enthusiasm?‌

What pricing structures have closed fastest? 

3. Talk to Your Team 

KNOW WHAT YOUR CUSTOMERS ARE WILLING
TO PAY 

After talking with her team, Amin settled on prices closer to “expensive but

worth it,” taking into consideration her competitors were going for a broad

strategy while she decided to niche on the hospitality industry where Custom

Support was a core need in her customers Jobs to Be Done. 

Once you’ve identified your Range of Reasonable Prices across the Van‌

Westendorp questions, it’s time to test with intent. Work with your finance and‌

marketing teams to select price points within this range that reflect what your‌

customers are truly willing to pay, not what feels safe or familiar.‌  

Note that your Customer Acquisition Cost (CAC) and Operating Expenses‌

(Opex) are important, but they define your minimum viable price, not the value‌

you anchor to.‌  

These costs should fall below the lowest price in your reasonable range. If they‌

don’t, the solution isn’t to lower‌ your price, it’s to lower your CAC or improve‌

your customer lifetime value (CLV) through better retention and expansion‌

strategies.‌ ‌

           ‌Acquiring customers without a clear plan to increase their‌

value over time doesn’t scale, it burns out your resources and stalls‌

growth. Pricing should lead, not follow, your cost structure. 



3. FRAME PRICES TO CONVERT

Josiah ran an EdTech platform with two simple pricing tiers:

Basic: $49/month

Pro: $99/month

Most users chose Basic. Growth was slow.

Then, he introduced a third option: Enterprise: $249/month. 

Nothing else changed. But suddenly, Pro sales jumped. 

The $99 tier, once seen as a stretch, now felt reasonable and valuable next to

the $249 option. This wasn’t about product changes, it was about how the

pricing was framed.

This is the Decoy Effect in action. By adding a high-priced tier, Josiah shifted

perception. The middle tier became the obvious choice, driving both conversion

and revenue.
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PRICING ISN’T MATH, IT’S PERCEPTION

Why Framing Matters

Founders who frame pricing with intention don’t just list numbers, they guide

decisions. Your pricing tells a story about your product, your positioning, and

the value being delivered. The frame you choose is how that story is

communicated. 

Use Decoys or Anchors Intentionally

How to Frame Prices that Convert

Founders who frame pricing with intention don’t just list numbers, they

guide decisions. Your pricing tells a story about your product, your

positioning, and the value being delivered. The frame you choose is how

that story is communicated. Here’s how to frame with behavioral precision:



3. FRAME PRICES TO CONVERT
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Point Out Differentiation to Competitors

Think About Price Formats

Highlight Outcomes, Not Features

Name Tiers Strategically

Customers will naturally compare your pricing to others. Own that

narrative. Frame your price by highlighting why your offer delivers more

value, whether through outcomes, support, speed, or flexibility. Don’t leave

them guessing. Explicit differentiation builds trust and justifies your price.

Small changes in how prices are displayed can shift how they’re perceived. $99

feels more approachable than $100, due to the left-digit effect (Bizer &

Schindler, 2005), where the left-most digit influences perception more than the

actual difference. However, prices ending in whole numbers or rounded figures

(e.g., $120) often convey premium positioning (Wadhwa & Zhang, 2015).

Discounts can work in the short term, but research shows bonuses (added value

at the same price) often outperform discounts in driving perceived value and

satisfaction (Kahneman, Knetsch, & Thaler, 1990). Use formatting to support

your brand’s value narrative, not just industry habits.

Features are what your product does. Outcomes are why it matters. Customers

don’t buy features, they buy progress. Frame each tier around the results it

helps achieve: time saved, revenue gained, risks reduced. The more they see

what they get, the less they focus on what it costs.

Words influence perception. “Pro” signals capability. “Starter” can feel limiting.

Your tier names set expectations before anyone reads the details. Use names

that match the mindset of your customers, aspirational, outcome-oriented, or

status-driven.



3. FRAME PRICES TO CONVERT
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Framing done right leads to:

Higher conversion rates, customers are guided to the best-fit option.

Stronger willingness to pay, your value is understood, not questioned.

Confidence, customers feel they’re making a smart, informed choice.

Pricing becomes part of the experience, not just a barrier at checkout.

Decision Alpha’s Take

As experts in behavioral econonmics, we help founders design pricing frames

that tap into how your customers make financial decisions, supporting your

product story and positioning you to scale. 

Once your pricing is aligned with how customers perceive value, the next step

is to test, refine, and scale. Pricing isn’t static, it evolves with your product, your

market, and your growth stage. In the next section, we’ll explore how to

validate your pricing in the real world, make informed adjustments, and build a

system that scales with confidence.



4. REFINE, TEST, AND SCALE YOUR PRICING
SYSTEM
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When Elena instituted a price increase from $499 to $699 month for new

customers, she worried about the impact of churn. As it happened, some early

users left, but not most.

Here’s what happened:

12% churned, mainly smaller clients with limited usage.

The remaining 220 customers paid the higher price.

Monthly revenue grew from $109,780 to $153,780.

ARPU increased from $499 to $699.

With a leaner, more engaged customer base, her team had more capacity to

serve high-value clients, and new prospects saw the higher price as a signal of

quality. The price increase didn’t slow her growth, it accelerated it.

Pricing must grow with the product. Keeping prices flat signaled hesitation.

Raising them, even with some churn, validated her product’s value and fueled

healthier growth.

Pre-commit to future price
‌increases on your roadmap

The Shift: Treat Pricing Like a Feature
Pre-commit to reviewing pricing quarterly. This way you reduce the emotional

weight of price changes. Behavioral research shows that pre-commitment

devices, deciding in advance to take action, make us more likely to follow

through (Ariely & Wertenbroch, 2002). The act of scheduling regular pricing

conversations, even if you raise prices only once or twice a year, builds

confidence and breaks down fear.



If you’re not ready to raise prices across the board, start with new cohorts.

New customers come with fresh expectations, they don’t know your old pricing,

and they’re often more open to value-based tiers. This makes them the ideal

test bed for exploring higher prices, new bundles, or onboarding fees.

You don’t have to grandfather existing customers forever. Instead, offer them a

grace period, keep them on current pricing for a set time (60, or 90 days), then

transition them to the new rate. This shows respect for loyalty while reinforcing

that your pricing reflects real value growth.

START TESTING WITH INTENT
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Tactical Ways to Test Pricing

1. Start by validating acceptable price ranges (Van Westendorp Price Sensitivity

Meter), then you can also choose to quantify demand at specific prices (Gabor-

Granger Pricing Model) before broader rollout.

2. In sales conversations, position higher-value packages for new clients, and

see where the real pushback, or acceptance, comes.

3. Use A/B testing in marketing funnels to gauge price sensitivity on different

cohorts.

4. Communicate changes early to existing users, giving them time to adjust.

5. Expect some churn with price increases but with churn comes the potential

for higher ARPU and CLV. Find the highest sustainable price that delivers

optimal profit, not maximum users. Want to reward loyalty? Offer added value,

not lower prices. 

6. As you raise prices, track Net Revenue Retention (NRR), it tells you how much

growth comes from your existing customers, critical in SaaS



HOW TO RAISE
PRICES
WITHOUT BACKLASH
Including 3 Price-Raising Scripts 



Raising prices doesn’t have to mean losing customers or damaging trust, when

done with intention, it can reinforce your product’s value and position your

business for healthier, more sustainable growth. Here’s how to do it right:

HOW TO RAISE PRICES WITHOUT BACKLASH
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1. Show Value First

Customers need to understand what’s changed before they’re willing to pay

more. Highlight specific improvements, new features, better performance,

or outcomes they now achieve faster or more efficiently. Frame these

updates around the results they care about, not just technical

enhancements. People assess fairness based on visible value, not price

alone. When your progress is clear, price increases feel justified.

2. Announce Clearly, Not Apologetically

The way you communicate a price change sets the tone. Avoid defensive

language or over-explaining. Instead, be direct and confident: outline what’s

improved, when the change takes effect, and how it supports your ability to

deliver even more value. Confidence signals leadership and stability,

apologies create doubt. Give customers notice (typically 30 days), but focus

on the positive impact the product continues to delive

3. Expect Churn, Optimize ARPU

Some churn is normal, and even beneficial. A well-executed price increase

may lead to modest churn, often among lower-value users. What matters is

the overall lift in average revenue per user (ARPU) and the ability to serve

higher-value customers better. Price increases help refine your customer

base, improve margins, and align your business with those who truly value

what you offer.



3 PRICE-RAISING SCRIPTS 
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1. Straightforward & Confident (Best for B2B, Professionals)

When to Use: For more formal B2B customers who expect directness and clarity.

Subject: Pricing Update Effective [Date]

We’re writing to let you know that, starting [Date], our pricing will change from [$X]

to [$Y].

Over the past [timeframe], we’ve made key improvements to help you [achieve

outcome], including:

• [Key improvement or feature]

• [Service or support upgrade]

This update reflects the enhanced value we deliver and allows us to continue

supporting your growth.

Thank you for growing with us.

2. Value-Focused, Community-Based (for B2C or Early-Stage Customers)

When to Use: For engaged users who feel part of a community or product

journey.

Subject: The Value We’ve Built Together

Over the last [X months], we’ve grown together, enhancing [key feature], improving

[performance], and expanding support to help you [achieve outcome].

To reflect this progress, our pricing will increase from [$X] to [$Y] starting [Date].

This adjustment ensures we continue delivering the tools and support you rely on.

As one of our first users, your current price will remain the same for the next sixty

days, and then you’ll be upgraded. 

Thanks for being part of this journey.



3 PRICE-RAISING SCRIPTS 
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3. Data-Backed, Outcome-Driven (for Analytical or Enterprise Clients)

When to Use: For clients who value metrics, results, and logic.

Subject: Your Experience Just Got Better, Here’s What’s Next

In the last [timeframe], we’ve delivered measurable improvements:

• [Stat: e.g., 35% faster performance]

• [Stat: e.g., 20% increase in [specific outcome]]

To align with this enhanced value, our pricing will change from [$X] to [$Y] effective

[Date].

This supports continued investment in the results you expect. We appreciate your

trust and look forward to helping you achieve more.



Context 

The Challenge 

Key Recommendations 

EDUCATIONAL SERVICES STARTUP – INCREASING
REVENUE THROUGH BEHAVIORAL PRICING 

A digital platform helping students
track volunteer hours for
scholarships sought to improve its
individual pricing model. 

Understand who drives purchase‌
‌decisions? Parents vs. students.‌
What pricing model maximizes‌
‌revenue without introducing‌
‌friction?‌ ‌
How to communicate value?‌
‌Positioning beyond a tracking‌
‌tool.‌
How to reduce hesitation?‌
‌Overcoming decision fatigue and‌
‌drop-offs. 

Res‌tructure pricing tiers using behavioral‌
‌science principles to nudge customers‌
‌toward the optimal plan.‌
Reduce decision fatigue by simplifying‌
‌the pricing page and framing benefits in‌
‌line with how people process numbers.‌ ‌
Shift from monthly to annual pricing to‌
‌minimize churn and improve long-term‌
‌retention. 

Expected Outcomes 

1.Increased conversions 
2.Faster conversions 
3.Higher average revenue per user (ARPU) 
4.Stronger customer retention by reducing

friction in the decision-making process. 

CASE STUDY 
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CHALLENGE PRODUCT SOLUTION BEST FIT 

How to Frame
Prices‌  

PRICING
SPRINT 

Uncover gaps and
oppo rtunities in  your current
pricing. 

Teams that want 
expert input & can
implement alone  

What to Price PRICING
INTENSIVE 

Let us find the right p rice, do
the research, and guide your
team in implementing.   

Teams that want  
  help with research
&   implementation . 

How to Evolve
Pricing as Offerings
Scale 

 ‌EVOLUTION Price a new product right ,
without  disrupting your other
products.    

Teams introducing 
new products or
entering a new
market . 

Portfolio-Wide
Pricing Health‌  

PORTFOLIO Assesses pricing strategy
across multiple portfolio
companies, identifying risks
and revenue gaps. 

VCs & accelerators
optimizing portfolio
monetization. 

  PRICING SOLUTIONS FOR BUSINESS OWNERS 
   Optimizing Monetization, Conversions, and Revenue Growth 

Most bu‌siness owners are‌ leaving money on the table. Decision Alpha™ helps

you f‌ix that. We use behavioral economics and smart pric‌ing strategy to help you‌

charge more confidently, show your value clearly, and grow faster ,‌  ‌without‌

losing good customers. 

30 
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LET US HELP YOU‌ ‌
TURN PRICING INTO A
GROWTH ENGINE 

Pricing isn’t tactical, it’s behavioral.
Smart pricing doesn’t chase the
market. It shapes it. 

www.decisionalpha.co 
Email: info@decisionalpha.co 
(+1) 507-407-0807 
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	GREAT PRODUCTS RARELY FAIL FROM LACK OF  INNOVATION, THEY FAIL FROM WEAK PRICING
	As a business owner, founder, or operator, what comes to mind when you think about pricing? Apprehension? Uncertainty? Fear of losing customers?
	Pricing is rarely a pure product problem, it’s often a behavioral one.
	Most pricing advice focuses on tactics: cross-functional teams, customer interviews, competitor benchmarks. Useful, but incomplete. These approaches often miss the psychological factors that drive both customer perception and founder decisions.
	Founders don’t underprice because the market demands it. In our work at Decision Alpha, we see four main traps that impact pricing decisions:
	🚫Flat pricing that ignores how different customers value the product.
	🚫Weak reference points, pricing based on competitors and internal effort, not customer outcomes.
	🚫Poor framing, misalignment in how prices are presented, described, and structured, which creates friction and reduces conversion.
	🚫Reactive pricing, raising prices only when forced to, instead of planning, testing, and refining systematically.
	The result? Weak revenue, low LTV, and pricing that lags behind product growth.
	DECISION ALPHA OFFERS BETTER PRICING
	We believe pricing isn’t just about covering costs, it’s how you signal confidence, build trust, and relay the value your product delivers. In this report, you’ll uncover five psychological hangups that weaken pricing, and use the Decision Alpha Pricing  Framework to monetize your product fully, frame prices to resonate with your customers, and build a pricing strategy that scales with you.
	Decision Alpha Pricing Framework


	1 Map  Monetization  Zones
	What you can charge for
	2 Quantify Willingness  to Pay
	3 Frame  Prices  to Convert
	4 Test,  Refine  & Scale
	What to price
	How to present prices
	How to test new pricing
	The framework works because it’s clear, behavioral, and scalable. It focuses on the pricing levers that truly drive results, rooted in how customers make decisions, not just what spreadsheets suggest.
	At Decision Alpha, we help founders turn pricing into a strategic growth lever through custom solutions like Monetization Blueprints, 48-Hour Diagnostics, and Behavioral Pricing Labs, designed for teams that need both insight and action.
	Let’s make pricing a growth lever you confidently control.


	Etinosa
	Etinosa Agbonlahor CEO, Decision Alpha

	TABLE OF CONTENTS
	5 PSYCHOLOGICAL HANGUPS  UNDERMINING YOUR PRICING, AND HOW TO FIX THEM
	HANGUP 1: INSECURITY MASKED AS MARKET READINESS
	THE BUSINESS THAT WAITED TOO LONG
	A B2B SaaS founder had a clean, focused product: automating weekly reporting, saving teams hours per week. He launched at $90/month, but kept delaying a price increase. “Let me add integrations first,” he said. “Then it’ll be ready.”
	Six months later, churn was high. Customers saw it as a light utility, not a critical tool. Under pressure to properly monetize, he introduced more integrations and finally raised prices to $199/month, the impact on churn was significantly less than he had feared. The price signaled confidence, and users paid more attention. Ironically, the higher price made the product feel more valuable. But his wait for “readiness” cost him both revenue and serious adoption.

	Price for the outcome  you already deliver
	Why This Matters The founder’s hesitation was understandable, but it wasn’t about features. It was about uncertainty. Founders often hold back on pricing because they conflate product completeness with value. That’s a self-assessment bias: the more expertise we have, the more we see the gaps in our knowledge. Research (Dunning, 2011) shows that experts often underrate their competence precisely because they understand the complexity of what they’re building. As expertise increases, confidence sometimes drops, not because the product is weak, but because the founder is focused on gaps only they can see. That’s what holds back pricing decisions.


	HANGUP 1: INSECURITY MASKED AS MARKET READINESS
	Other research (Tversky & Shafir, 1992) found that uncertainty leads to inaction, even when action would benefit you. In pricing, this becomes inertia: you delay decisions while waiting for a vague internal green light.
	What Uncertainty Sounds Like
	“Let’s ship more features before we raise prices.”
	“I don’t think we’ve earned that price yet.”
	“We need more feedback before making changes.”
	Why It Undermines Pricing Waiting to feel “ready” stalls your revenue model. Worse, it sends a signal: if you don’t believe your product is worth more, why should your customers?
	Low pricing might be communicating uncertainty, rather than value, and may muddy your product-market fit.

	What To Do Instead
	Price for the outcome you already deliver. Your customers are not looking for perfection, they are looking for transformation. If your product solves a real pain, it’s already valuable.
	Review pricing on at least a quarterly basis, even if adjustments are made semi-annually.
	Treat price as a feature, not a reaction. Set a price that signals value, not hesitation.


	HANGUP 2: FEAR OF BACKLASH DRIVES DEFENSIVE PRICING
	THE FREEMIUM THAT NEVER LET GO
	Chust, a fast-growing productivity tool had strong engagement, prime usage, and investor pressure to monetize. The co-founders planned to launch a $15/month premium tier, but worried early users would push back.
	Instead of a clean switch, they launched a premium tier next to the free one, without reviewing key features or guiding users through the shift. No firm limits, no strong differentiation and a weak CTA to upgrade.
	The result? Confusion.
	Free users didn’t feel any urgency to move. Paid users weren’t sure what they were paying for. The founders’ fear of upsetting people led to blurred value boundaries, and weak monetization.

	Defensive pricing creates ambiguity
	Why This Matters This is risk aversion at work. When people are afraid of negative reactions, they choose options that feel “safe”, even when they’re strategically damaging. We fear losses (like user backlash) more than we value equivalent gains (like stronger revenue) (Kahneman & Tversky, 1979). This risk aversion leads founders to delay decisions, especially around pricing.


	HANGUP 2: FEAR OF BACKLASH DRIVES DEFENSIVE PRICING
	What Risk Aversion Sounds Like
	“We’ll keep free for now and ease into paid.”
	“We don’t want users to feel forced into anything.”
	“We have to watch out for backlash.”
	Why It Undermines Pricing Defensive pricing creates ambiguity. Users won’t upgrade if they don’t see what’s changed or why they should care.
	You don’t get backlash, but you also don’t get traction.
	Over time, your brand becomes synonymous with “free,” customers stop expecting to pay, and every future pricing move becomes an arduous process, rather than a seamless progression.

	What To Do Instead
	Lead with a clear pricing shift, not a vague invitation. Users don’t resist pricing, they resist confusion and surprise.
	Use behavioral cues: define the premium clearly, communicate why it exists, and frame the move as a benefit, not a punishment. Confidence is contagious. Customers feel what you signal.
	If you’re moving from freemium to premium, ensure your premium tier offers distinct and valuable features not available in the free version. For example, instead of just more storage, provide dedicated support, onboarding services, or exclusive integrations that clearly separate the tiers.


	HANGUP 3: YOU THINK CUSTOMERS NOTICE PRICING MORE THAN THEY DO
	THE CHANGE NO ONE ARGUED WITH
	In 2022, Slack implemented its first-ever price increase since its inception in 2014. Despite initial concerns about potential customer backlash, the company approached the change with transparent communication and provided existing customers the option to maintain their current rates by renewing early.
	The outcome was largely positive: users adapted with minimal resistance, and support inquiries remained steady.
	This experience highlighted that the anticipated negative reactions were more a product of internal apprehension than actual customer sentiment.​

	Communicate price changes with confidence
	Why This Matters Founders often overestimate how closely customers track price changes. But research shows most people barely remember prices, even moments after seeing them.  In a study (Monroe & Lee, 1999), only 47% of shoppers could recall the price of an item they had just placed in their cart.
	Research confirms that in general, price awareness is low among customers except when it’s unusually high or central to the decision (Zeithaml, 1982).
	Your customers aren’t watching your pricing as closely as you are. The real risk isn’t change, it’s poor communication.


	HANGUP 3: YOU THINK CUSTOMERS NOTICE PRICING MORE THAN THEY DO
	What the Spotlight Effect Sounds Like
	“We can’t raise prices, people will notice and churn.”
	“Even small changes might upset users.”
	“Let’s not risk it, things are fine for now.”
	Why It Undermines Pricing This fear leads to stagnation. Founders stick with outdated pricing, miss opportunities to reflect increased value, and give up margin. Worse, when change finally feels necessary, it’s harder, because the delay has raised the stakes. Every pricing move starts to feel like a high-stakes gamble, even when the market barely flinches.

	What To Do Instead
	Understand that most users won’t notice small shifts, and those who do care about value, not just price. Frame changes clearly:
	Focus on new value or improvements.
	Give existing users a grace period or grandfathered rate.
	Communicate early, with confidence.
	Decision Alpha helps communicate pricing moves so that your pricing resonates with the right customers. Minimizing churn, maximizing trust.
	For actionable scripts on how to raise prices without losing trust, see page 38 of this report: How to Raise Prices Without Backlash.


	HANGUP 4: EFFORT-BASED PRICING BIAS
	“IT ONLY TOOK A WEEKEND”
	Ari, a developer built a lightweight browser extension that automatically flagged inconsistencies in spreadsheets, a real painkiller for operations teams. It took a weekend to ship. When asked about pricing, he said:
	“I can’t charge, it was just a side project.”
	But early users loved it. It saved teams hours each week. Still, Ari couldn’t bring himself to raise the price, because in his mind, effort = value.
	It wasn’t until his partner suggested pricing based on time saved, not time spent building, that he adjusted. At an annual $100 fee, uptake increased, not because the product changed, but because the price finally matched the value.

	Price based on value delivered to customers
	Why This Matters Research has found that people inflate the value of what they build themselves (behavioral economists call this the IKEA effect), but only when they perceive it as effortful. If it feels easy, they assume it must not be worth much.
	When founders build quickly or easily, they tend to undervalue their own product, even if it’s impactful.
	That’s a cognitive trap. Users don’t care how hard something was to build. They care about what it does for them.


	HANGUP 4: EFFORT-BASED PRICING BIAS
	Consider WhatsApp: a simple messaging app built with a lean team, yet valued at billions. Simplicity in creation doesn’t limit the price you can command, value lies in the impact, not effort.
	What Effort-Based Pricing Sounds Like
	“It only took a few days, feels weird to charge a lot.”
	“This was quick to prototype, so let’s keep it cheap.”
	“Feels wrong to price something high when it didn’t take much to build.”
	Why It Undermines Pricing Effort-based pricing leads to underpricing your most scalable wins. Just because something was easy to build doesn't mean it isn't valuable. If anything, ease of delivery means better margins, faster growth, and more leverage. Pricing based on your own sweat is irrelevant. Customers don’t see your Git log, they see outcomes.

	What To Do Instead
	Price based on the problem you solve and the value you create, not the effort behind it. What matters is how your product changes someone’s day, workflow, or results.
	Don’t let internal effort become your pricing anchor. Let external impact be the guide.


	HANGUP 5: ANCHORING TO COMPETITORS
	THE RACE TO THE BOTTOM
	Amy, a SaaS founder launching a data analytics tool wanted to price it “competitively.” She looked at similar tools in the space and saw most priced around $49/month. Without thinking much more, she set her price at $45, slightly lower, to attract more users.
	But her product was faster, more specialized, and saved teams more time than others. It wasn’t just another tool.
	Customers didn’t see the difference because the price didn’t signal it. Instead of being the premium choice, she became the cheaper alternative, and attracted price-sensitive users who churned often. Anchoring to competitors locked her into their logic, not her own.

	Pricing should differentiate your product
	Why This Matters When people lack clear internal reference points, they grab the closest number they can find, even if it’s irrelevant. This is called anchoring. Research (Tversky & Kahneman, 1974) shows that once a number is introduced, people tend to anchor around it, even if it’s arbitrary.
	In pricing, founders anchor to what others are charging because it feels safer than creating their own model. But competitors’ prices reflect their product, strategy, and audience, not yours.


	BUILD A PRICING SYSTEM THAT SCALES WITH THE DECISION ALPHA PRICING FRAMEWORK
	If these hangups resonate, it’s because they’re real, and common. But solving them isn’t about more guesswork. It’s about applying research-backed methodologies to create pricing that resonates with your customers.
	At Decision Alpha™, we use our proprietary pricing framework to help founders and teams break free from pricing fear and confusion. This framework guides you to:
	Map Monetization Zones: Tailor pricing to customer segments and maximize value capture.
	Quantify Willingness-to-Pay: Price confidently using data from your ideal customers.
	Frame Prices to Convert: Use proven behavioral cues to make your price feel right.
	Test, Refine & Scale: Evolve your pricing as your product and market mature.

	BUILD A PRICING SYSTEM THAT SCALES   DECISION ALPHA PRICING FRAMEWORK
	WHERE TO START: PRICING DIAGNOSTIC
	SEE IF YOUR PRICING IS FUELING GROWTH, OR HOLDING IT BACK
	5 quick questions reveal if your pricing is helping you scale, or  holding you back.
	1. Do all your customers pay roughly the same amount, no matter how they use your product?
	☐ Yes -> You may be missing high-value revenue. Different users = different value = different prices. Start by Mapping Monetization Zones.
	☐ No

	2. Is your pricing based on what competitors charge, or internal costs?
	☐ Yes -> You may be leaving value on the table. Research your customers Willingness to Pay.
	☐ No

	3. When did you last raise prices or test a higher pricing structure?
	☐ Over 6 months ago -> You may be pricing reactively. Strategic pricing  is as planned as the features on your roadmap. Test, Refine & Scale Intentionally.
	☐ More recently

	4. Does your sales and GTM team feel confident explaining your pricing?
	☐ No -> If you’re not sure, your customers won’t be either. Review how to Establish Price Frames Using Behavioral Economics Insights.
	☐ Yes

	5. Do you know your CAC payback period, and is it under 12 months?
	☐ No -> You’re likely underpricing or over-investing. Your pricing should drive faster recovery. Research your customers Willingness-to-Pay.
	☐ Yes



	THE DECISION ALPHA PRICING FRAMEWORK
	Decision Alpha Pricing Framework
	1 Map  Monetization Zones
	2 Quantify Willingness  to Pay
	3 Frame  Prices  to Convert
	4 Test,  Refine  & Scale
	1. Map Monetization Zones
	Segment customers by jobs-to-be-done and expected outcomes, not size. Price for the job they need done, not just who they are.

	2. Quantify Willingness to Pay
	Anchor pricing to perceived value, not market noise. Use quantitative research to uncover what real customers are willing to pay for the jobs identified in step 1.

	3. Frame Prices to Convert
	Should your price be monthly or annual? End in .99 or a round number? In some markets, 8 signals luck, while 9 suggests value. How you present pricing can attract or repel. Framing shapes perception as much as the number itself.

	4. Test, Refine, and Scale Pricing Intentionally
	Plan for price increases, test them intentionally, and refine as your product grows. Pricing clarity comes from iteration.


	STEP 1: MAP MONETIZATION ZONES
	THE FLAT PRICE TRAP
	Jo, a founder running a B2B workflow automation tool set a flat price. Simple. Scalable. Seemed fair. However, her customers included SMBs using the tool for basic task reminders, light use, low stakes, and mid-market teams automating complex approval flows, saving hours weekly, driving real ROI.
	But the flat price didn’t reflect that difference. SMBs were happy but barely contributed to growth. Mid-market teams churned, not because the tool lacked value, but because it felt underpowered for the price. They expected more. Enterprise teams didn’t even return her sales team’s calls. She was pricing for who they were, not what they needed.
	When she mapped Monetization Zones, she realized mid-market teams saw 10x more value, and would pay for premium support. Flat pricing had killed growth. Segmenting by behavior unlocked it.

	Price from a customer-lens not from costs or effort
	Why This Matters Most founders price based on company size or industry. But customers don’t pay based on who they are. They pay for progress, for getting a job done. Jobs-to-Be-Done theory (Christensen, 2003) shows that pricing power comes from aligning price with the specific context and outcomes each customer wants, not surface-level attributes. Slack’s freemium model clearly segments usage: free access suits small, basic teams, while the Standard plan supports larger teams needing advanced collaboration.


	HOW TO MAP MONETIZATION ZONES
	Step 1: Identify Key Customer Types Based on Use Not all customers use your product the same way. Segment them by how they interact with it, not by company size or title.
	Key Questions
	Who are your distinct customer types based on how they use your product?
	Are some using it for simple tasks, while others rely on it for complex, mission-critical work?
	Where do patterns of use differ (e.g., frequency, depth, scale)?

	Jo’s Customer Types Based on Use
	SMBs
	Use Case: Basic task reminders for small teams.
	Behavior: Low-frequency, minimal complexity.
	Need: Simple organization.
	Mid-Market Ops Teams
	Use Case: Automating approval workflows.
	Behavior: High frequency, moderate complexity.
	Need: Workflow efficiency and compliance.
	Enterprise Clients
	Use Case: Cross-departmental compliance.
	Behavior: High-frequency, mission-critical processes.
	Need: Custom solutions, SLAs, and support.


	HOW TO MAP MONETIZATION ZONES
	Step 2: Define Job-to-Be-Done for Each Customer-Type Each customer type has a specific goal. Break down what they’re trying to achieve, from their perspective, and where your product fits into that process. Key Questions
	What is your customer’s overall journey and where in that journey does your product provide value?
	What is this customer trying to accomplish?
	What are the steps they take to get there?
	Where in that journey does your product save time, reduce effort, or improve outcomes?
	Think through the lens of friction. Where is their pain? Where does your product remove barriers or improve flow?
	Jo’s Customers Job-to-Be-Done
	Send automatic reminders.

	SMBs
	Sync tasks with team calendars.
	Track task     completion.
	Trigger multi-level approvals automatically.

	Mid-Market Ops Teams
	Track                   completion and  approval times.
	Generate      audit-ready  reports.
	Performance     monitoring for  SLAs.

	Enterprise Clients
	Real-time         dashboards for compliance.
	Customize      approval rules and roles.


	HOW TO MAP MONETIZATION ZONES
	Step 3: Note Where Your Product Attributes Align with Customers’ Needs  Once you’ve mapped out your customers’ Jobs-to-Be-Done, the next step is to identify where and how your product delivers against those jobs. This helps you determine what attributes to price for within your features.
	Key Question: Where in your customer’s journey does your product provide tangible value, saving time, reducing effort, or improving results?
	Which features directly help customers complete their job faster or better?
	Where does your product reduce friction or eliminate manual tasks?
	Are there premium features (integrations, reporting, support) aligned with high-value jobs?
	Which attributes are essential (critical for customers to get their jobs done) vs. optional enhancements?
	Jo’s Monetization Zones: Features and Attributes Customers Value
	Send automatic reminders.

	SMBs
	Sync tasks with team calendars.
	Track task     completion.
	Trigger multi-level approvals automatically.

	Mid-Market Ops Teams
	Track                   completion and  approval times.
	Generate      audit-ready  reports.
	Performance     monitoring for  SLAs.

	Enterprise Clients
	Real-time         dashboards for compliance.
	Customize      approval rules and roles.


	NOW THAT YOU’VE MAPPED MONETIZATION ZONES
	Jo’s Monetization Zones aren’t just about customer types, they’re the value-driving attributes her product delivers at each level. These are the features and outcomes that customers are willing to pay for, based on the problems solved and the results achieved.
	Different customer types don’t always need different features, they experience different value from the same features. A workflow automation might save an SMB a few hours a week, but for an enterprise client, that same feature could save tens of thousands in operational costs or compliance risks. Pricing should reflect value delivered, not feature access.
	By mapping your customers' use cases, jobs-to-be-done, and aligning them with your product’s attributes, you’ll uncover where your product delivers the most value, and where that value shifts across customer types: your Monetization Zones.
	Monetization zones are where your customers core needs align with your product offerings
	Now, it’s time to move beyond internal assumptions and focus on what your customers are actually willing to pay for that value. In the next section, we’ll explore how to quantify your customers willingness to pay, a behavioral approach to pricing based on customer perception, not just benchmarks or internal costs. This is where pricing becomes a confidence signal, grounded in the psychology behind how people make financial decisions.


	STEP 2: QUANTIFY WILLINGNESS TO PAY
	ANCHORED TOO LOW
	Amin, co-founder of a collaborative analytics platform, priced her product at $389, because her competitor charged $399. But her product wasn’t solving the same problem. Her users weren’t buying another BI tool. They were growth teams, using her platform to run faster experiments, saving hours per sprint. By anchoring to a competitor, she sold herself short. Her users valued speed and ROI, not dashboards.
	After sitting down with her team and customers to map Jobs-to-Be-Done and the Monetization Zones within her product, she and her co-founder reframed  pricing around impact, not features.

	Pricing follows value, even when features stay the same
	The new tiers allowed customers select custom feature-based pricing with a fee for each feature. Engagement improved. After grandfathering their old customers into the old pricing for six months, the higher price signaled they understood their customers stakes, and it stuck.
	The Shift: How to Know What Customers Will Pay Once you’ve mapped your Monetization Zones and understand your customers’ jobs to be done, you can get to the heart of pricing.


	KNOW WHAT YOUR CUSTOMERS ARE WILLING TO PAY
	1. For each feature or attribute in your Zone of Monetization, ask customers:
	At what price would this feel like a bargain?
	At what price would it feel expensive, but worth it?
	At what price would it feel too expensive?
	At what price would it feel too cheap to trust?
	These four questions, based on the Van Westendorp Price Sensitivity Meter, give you a pricing range, what we call your Zone of Reasonable Pricing. As your pricing strategy matures, more complex Gabor-Granger methodologies can quantify how demand shifts across price points, helping you fine-tune for maximum revenue.

	2. Look Outside Your Industry
	Value is not confined to your market. If you solve scheduling in healthcare, what’s the value of solving that problem in logistics or defence? That expands your understanding of the value you’re delivering, allowing you to price for impact, not industry norms.
	Amin’s Customer Averages
	At what price would this feel like a bargain?
	At what price would it feel expensive, but worth it?
	At what price would it feel too expensive?
	At what price would it feel too cheap to trust?
	$150/month

	Analytics
	$300/month
	$800/month

	Experim-entation
	$200/month
	$400/month
	$900/month

	Custom Support
	$300/month
	$500/month
	$1,000/month
	$50/month
	$75/month
	$100/month


	KNOW WHAT YOUR CUSTOMERS ARE WILLING TO PAY
	3. Talk to Your Team
	Your team often knows what customers value and expect. Ask:
	What’s this outcome worth to the customer?
	What have we seen them pay for similar results?
	What price points have triggered pushback or enthusiasm?
	What pricing structures have closed fastest?
	After talking with her team, Amin settled on prices closer to “expensive but worth it,” taking into consideration her competitors were going for a broad strategy while she decided to niche on the hospitality industry where Custom Support was a core need in her customers Jobs to Be Done.
	Once you’ve identified your Range of Reasonable Prices across the Van Westendorp questions, it’s time to test with intent. Work with your finance and marketing teams to select price points within this range that reflect what your customers are truly willing to pay, not what feels safe or familiar.
	Note that your Customer Acquisition Cost (CAC) and Operating Expenses (Opex) are important, but they define your minimum viable price, not the value you anchor to.

	These costs should fall below the lowest price in your reasonable range. If they don’t, the solution isn’t to lower your price, it’s to lower your CAC or improve your customer lifetime value (CLV) through better retention and expansion strategies.             Acquiring customers without a clear plan to increase their value over time doesn’t scale, it burns out your resources and stalls growth. Pricing should lead, not follow, your cost structure.

	3. FRAME PRICES TO CONVERT
	PRICING ISN’T MATH, IT’S PERCEPTION
	Josiah ran an EdTech platform with two simple pricing tiers:
	Basic: $49/month
	Pro: $99/month
	Most users chose Basic. Growth was slow. Then, he introduced a third option: Enterprise: $249/month.  Nothing else changed. But suddenly, Pro sales jumped.  The $99 tier, once seen as a stretch, now felt reasonable and valuable next to the $249 option. This wasn’t about product changes, it was about how the pricing was framed. This is the Decoy Effect in action. By adding a high-priced tier, Josiah shifted perception. The middle tier became the obvious choice, driving both conversion and revenue.
	Why Framing Matters Founders who frame pricing with intention don’t just list numbers, they guide decisions. Your pricing tells a story about your product, your positioning, and the value being delivered. The frame you choose is how that story is communicated.
	How to Frame Prices that Convert
	Use Decoys or Anchors Intentionally
	Founders who frame pricing with intention don’t just list numbers, they guide decisions. Your pricing tells a story about your product, your positioning, and the value being delivered. The frame you choose is how that story is communicated. Here’s how to frame with behavioral precision:



	3. FRAME PRICES TO CONVERT
	Point Out Differentiation to Competitors
	Customers will naturally compare your pricing to others. Own that narrative. Frame your price by highlighting why your offer delivers more value, whether through outcomes, support, speed, or flexibility. Don’t leave them guessing. Explicit differentiation builds trust and justifies your price.

	Think About Price Formats
	Small changes in how prices are displayed can shift how they’re perceived. $99 feels more approachable than $100, due to the left-digit effect (Bizer & Schindler, 2005), where the left-most digit influences perception more than the actual difference. However, prices ending in whole numbers or rounded figures (e.g., $120) often convey premium positioning (Wadhwa & Zhang, 2015). Discounts can work in the short term, but research shows bonuses (added value at the same price) often outperform discounts in driving perceived value and satisfaction (Kahneman, Knetsch, & Thaler, 1990). Use formatting to support your brand’s value narrative, not just industry habits.

	Highlight Outcomes, Not Features
	Features are what your product does. Outcomes are why it matters. Customers don’t buy features, they buy progress. Frame each tier around the results it helps achieve: time saved, revenue gained, risks reduced. The more they see what they get, the less they focus on what it costs.

	Name Tiers Strategically
	Words influence perception. “Pro” signals capability. “Starter” can feel limiting. Your tier names set expectations before anyone reads the details. Use names that match the mindset of your customers, aspirational, outcome-oriented, or status-driven.


	3. FRAME PRICES TO CONVERT
	Framing done right leads to:
	Higher conversion rates, customers are guided to the best-fit option.
	Stronger willingness to pay, your value is understood, not questioned.
	Confidence, customers feel they’re making a smart, informed choice.
	Pricing becomes part of the experience, not just a barrier at checkout.
	Decision Alpha’s Take As experts in behavioral econonmics, we help founders design pricing frames that tap into how your customers make financial decisions, supporting your product story and positioning you to scale.
	Once your pricing is aligned with how customers perceive value, the next step is to test, refine, and scale. Pricing isn’t static, it evolves with your product, your market, and your growth stage. In the next section, we’ll explore how to validate your pricing in the real world, make informed adjustments, and build a system that scales with confidence.

	4. REFINE, TEST, AND SCALE YOUR PRICING SYSTEM
	When Elena instituted a price increase from $499 to $699 month for new customers, she worried about the impact of churn. As it happened, some early users left, but not most. Here’s what happened:
	12% churned, mainly smaller clients with limited usage.
	The remaining 220 customers paid the higher price.
	Monthly revenue grew from $109,780 to $153,780.
	ARPU increased from $499 to $699.
	Pre-commit to future price increases on your roadmap
	With a leaner, more engaged customer base, her team had more capacity to serve high-value clients, and new prospects saw the higher price as a signal of quality. The price increase didn’t slow her growth, it accelerated it.
	Pricing must grow with the product. Keeping prices flat signaled hesitation. Raising them, even with some churn, validated her product’s value and fueled healthier growth.
	The Shift: Treat Pricing Like a Feature
	Pre-commit to reviewing pricing quarterly. This way you reduce the emotional weight of price changes. Behavioral research shows that pre-commitment devices, deciding in advance to take action, make us more likely to follow through (Ariely & Wertenbroch, 2002). The act of scheduling regular pricing conversations, even if you raise prices only once or twice a year, builds confidence and breaks down fear.



	START TESTING WITH INTENT
	If you’re not ready to raise prices across the board, start with new cohorts. New customers come with fresh expectations, they don’t know your old pricing, and they’re often more open to value-based tiers. This makes them the ideal test bed for exploring higher prices, new bundles, or onboarding fees. You don’t have to grandfather existing customers forever. Instead, offer them a grace period, keep them on current pricing for a set time (60, or 90 days), then transition them to the new rate. This shows respect for loyalty while reinforcing that your pricing reflects real value growth.
	Tactical Ways to Test Pricing
	1. Start by validating acceptable price ranges (Van Westendorp Price Sensitivity Meter), then you can also choose to quantify demand at specific prices (Gabor-Granger Pricing Model) before broader rollout.
	2. In sales conversations, position higher-value packages for new clients, and see where the real pushback, or acceptance, comes.
	3. Use A/B testing in marketing funnels to gauge price sensitivity on different cohorts.
	4. Communicate changes early to existing users, giving them time to adjust.
	5. Expect some churn with price increases but with churn comes the potential for higher ARPU and CLV. Find the highest sustainable price that delivers optimal profit, not maximum users. Want to reward loyalty? Offer added value, not lower prices.
	6. As you raise prices, track Net Revenue Retention (NRR), it tells you how much growth comes from your existing customers, critical in SaaS


	HOW TO RAISE PRICES WITHOUT BACKLASH
	HOW TO RAISE PRICES WITHOUT BACKLASH
	Raising prices doesn’t have to mean losing customers or damaging trust, when done with intention, it can reinforce your product’s value and position your business for healthier, more sustainable growth. Here’s how to do it right:
	1. Show Value First
	Customers need to understand what’s changed before they’re willing to pay more. Highlight specific improvements, new features, better performance, or outcomes they now achieve faster or more efficiently. Frame these updates around the results they care about, not just technical enhancements. People assess fairness based on visible value, not price alone. When your progress is clear, price increases feel justified.

	2. Announce Clearly, Not Apologetically
	The way you communicate a price change sets the tone. Avoid defensive language or over-explaining. Instead, be direct and confident: outline what’s improved, when the change takes effect, and how it supports your ability to deliver even more value. Confidence signals leadership and stability, apologies create doubt. Give customers notice (typically 30 days), but focus on the positive impact the product continues to delive

	3. Expect Churn, Optimize ARPU
	Some churn is normal, and even beneficial. A well-executed price increase may lead to modest churn, often among lower-value users. What matters is the overall lift in average revenue per user (ARPU) and the ability to serve higher-value customers better. Price increases help refine your customer base, improve margins, and align your business with those who truly value what you offer.


	3 PRICE-RAISING SCRIPTS
	1. Straightforward & Confident (Best for B2B, Professionals)
	When to Use: For more formal B2B customers who expect directness and clarity. Subject: Pricing Update Effective [Date] We’re writing to let you know that, starting [Date], our pricing will change from [$X] to [$Y]. Over the past [timeframe], we’ve made key improvements to help you [achieve outcome], including: • [Key improvement or feature] • [Service or support upgrade] This update reflects the enhanced value we deliver and allows us to continue supporting your growth. Thank you for growing with us.

	2. Value-Focused, Community-Based (for B2C or Early-Stage Customers)
	When to Use: For engaged users who feel part of a community or product journey. Subject: The Value We’ve Built Together Over the last [X months], we’ve grown together, enhancing [key feature], improving [performance], and expanding support to help you [achieve outcome]. To reflect this progress, our pricing will increase from [$X] to [$Y] starting [Date]. This adjustment ensures we continue delivering the tools and support you rely on. As one of our first users, your current price will remain the same for the next sixty days, and then you’ll be upgraded.  Thanks for being part of this journey.


	3 PRICE-RAISING SCRIPTS
	3. Data-Backed, Outcome-Driven (for Analytical or Enterprise Clients)
	When to Use: For clients who value metrics, results, and logic. Subject: Your Experience Just Got Better, Here’s What’s Next In the last [timeframe], we’ve delivered measurable improvements: • [Stat: e.g., 35% faster performance] • [Stat: e.g., 20% increase in [specific outcome]] To align with this enhanced value, our pricing will change from [$X] to [$Y] effective [Date]. This supports continued investment in the results you expect. We appreciate your trust and look forward to helping you achieve more.
	CASE STUDY



	EDUCATIONAL SERVICES STARTUP – INCREASING REVENUE THROUGH BEHAVIORAL PRICING
	Context
	A digital platform helping students track volunteer hours for scholarships sought to improve its individual pricing model.
	The Challenge
	Understand who drives purchase decisions? Parents vs. students.
	What pricing model maximizes revenue without introducing friction?
	How to communicate value? Positioning beyond a tracking tool.
	How to reduce hesitation? Overcoming decision fatigue and drop-offs.

	Key Recommendations
	Restructure pricing tiers using behavioral science principles to nudge customers toward the optimal plan.
	Reduce decision fatigue by simplifying the pricing page and framing benefits in line with how people process numbers.
	Shift from monthly to annual pricing to minimize churn and improve long-term retention.
	DECISION ALPHA™
	WWW.DECISIONALPHA.CO

	Optimizing Monetization, Conversions, and Revenue Growth
	Most business owners are leaving money on the table. Decision Alpha™ helps you fix that. We use behavioral economics and smart pricing strategy to help you charge more confidently, show your value clearly, and grow faster ,  without losing good customers.


	CHALLENGE
	PRODUCT
	SOLUTION
	BEST FIT
	How to Frame Prices
	What to Price
	How to Evolve Pricing as Offerings Scale
	Portfolio-Wide Pricing Health
	Assesses pricing strategy across multiple portfolio companies, identifying risks and revenue gaps.
	VCs & accelerators optimizing portfolio monetization.
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