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Setting a business model can be a controversial topic in many companies, and few 

decisions can have a bigger impact on the shape of your business. Figuring out what to 

charge for, and how to charge for it, can feel like a daunting task. Even once you think 

you know how you want to charge, figuring out where to set prices is another important 

decision. 

One aspect that makes business model decisions so daunting is the breadth of factors 

that influence them. Competitive pressures, company objectives, channel design, and 

technical or go to market parameters have to be taken into account. And last but 

certainly not least, your management team has to understand how to evaluate the 

business on a regular basis. Many businesses have withered simply because they were 

too complex to measure and manage. 

At The Lightpoint Group, we feel there is a way to be thoughtful and practical to 

business model design. Our experience is that the business model has to align to 

customer expectations. Models that are designed with the customer in mind tend to be 

easy to explain, which increases revenue, and makes sales and marketing more efficient.  

The market context is an important aspect of the customer’s perspective that should be 

captured before starting any analysis. Knowing what services your intended customers 

are accustomed to budgeting for and purchasing is an important input into the design 

process. It’s challenging to get customers to purchase something in a new way, or with a 

different cadence than they’re used to. The greater the difference, the more stress you’ll 

put on your value proposition and differentiation. 

The Data 

To help our clients that are designing or evaluating their business models, The 

Lightpoint Group compiled information on the business models of several types of 

software companies that middle market business customers often use.  
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We looked at established companies that are widely deployed, such as Microsoft Office 

and Google Docs. Collaboration software is widely used, so we also included products 

such as Skype and GoToMeeting. 

Secondly, we looked at emerging companies in those same categories, and 

concentrated on ones that are well funded or growing rapidly. That includes products 

like Slack and JoinMe. 

In total, we looked at 18 companies, shown below in Figure 1. Our analysis of pricing 

showed the following: 

 89% offer per using pricing, the most common pricing model.   

 58% of companies offer a free version 

 Most companies offer either 3 pricing tiers (26% of companies) or 4 pricing tiers 

(37% of companies) 

 The average price of the lowest tier (including free) was $4.81 per 

month.  Excluding the companies that offer a free version, the lowest tier pricing 

generally ranged from $5 to $10 per month 

 The second tier pricing generally ranged from $5 to $20 per month, with an 

average of $14 and a median of $10 per month. 

 The third tier generally ranged from $10 to $50 per month, with an average of 

$33 and a median of $15 per month. 

 95% of companies offer a subscription model.  Of those that offer a subscription 

model, 22% offer a monthly subscription, 22% offer an annual subscription, and 

56% offer both monthly and annual subscriptions 

 Of the companies that offer both monthly and annual subscriptions, the average 

discount for the annual subscription was 22%.  The median discount was 18%. 
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Figure 1: Pricing and Model Summary 

  TIERS (MONTHLY COST) TIER PRICING DETAILS 

  Tier 1 Tier 2 Tier 3 Tier 4 # of 

Tiers 

Monthly, 

Annual, 

Both 

Publish 

top tier 

pricing 

Free 

Version 

Avail. 

Annual 

Discount 

EVERNOTE $0.00 $2.08 $4.17 $12.00 4 B Y Y   

BOX $0.00 $5.00 $15.00   5 M N Y   

DROPBOX $0.00 $9.99 $15.00   3 M Y Y   

ADOBE $9.99 $19.99 $49.99   3 B N N 33% 

AUTOCAD     $140.00   3 B Y N 33% 

CHATTER $0.00 $15.00     2 A Y Y   

OFFICE365 $5.83 $8.25 $12.50   4 B N N 17% 

ZOOM $0.00 $9.99 $14.99   4 M N Y   

SKYPE FOR 

BUSINESS 

$0.00 $2.00 $5.50   4 M N Y   

ADOBE 

CONNECT 

    $45.00   2 B N N 18% 

SLACK $0.00 $6.67 $12.50   4 A N Y   

TRELLO $0.00 $5.00 $8.33 $20.83 4 A Y Y   

ASANA $0.00 $4.20 $8.34   5+ A Y Y   

GOOGLE APPS $4.17 $10.00     2 B Y N 17% 

BASECAMP $20.00 $50.00 $100.00 $250.00 5 B Y N   

JOIN.ME $0.00 $19.99 $24.99   3 B Y Y 17% 

GOTOMEETING $29.00 $39.00 $49.00   3 B Y Y 17% 

HIGH FIVE    $1,199 per room 1 Neither Y N   
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Offerings 

In our sample, we found that offerings are generally tiered. Each tier has differences in 

benefits that drive the upgrade or upsell. Naming was fairly standardized across tiers.  

 Functionality improvements tended to be the main differentiating factor across tiers. 

Storage and file size limits were also key aspects, but were less consistently applied. 

Generally, we see functionality differences being tailored to the scenarios that each 

application or service is targeting.  

 63% of companies vary pricing based on functionality 

 37% vary pricing based on storage. 

o The lowest tier storage ranged from 2 GB to 30 GB, with an average of 14 GB 

and a median of 10 GB 

o The medium tier storage ranged from 100 GB to 1,000 GB 

o The highest tier was most commonly Unlimited 

 11% of companies vary pricing based on file size 

 Naming was generally consistent across tiers 

o The most common name for the lowest tier was Free.  Additional names for 

the lowest tier included personal, basic, individual, solo, and starter. 

o The most common name for the second tier was Pro or 

Professional.  Additional names for the second tier included, starter, plus, 

standard, garage, gold, and unlimited. 

o The most common name for the third tier was Business. Additional names for 

the tier included, premium, professional, plus, studio, and enterprise. 

o The most common name for the forth/highest tier was Enterprise.  Additional 

names included business, preferred, and business premium. 
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Figure 2: Offering Tiers 

  TIER DRIVERS TIER NAMES 

  Per 

User 

Storage Functionality File 

Size 

Tier 1 Tier 2 Tier 3 Tier 4 

EVERNOTE Y N Y N Free Plus Premium Business 

BOX Y Y Y Y Personal Starter Business Enterprise 

DROPBOX Y Y N N Basic Pro Business   

ADOBE Y Y N N Individual   Business   

AUTOCAD Y N N N     Professional Preferred 

CHATTER Y N Y N Basic Plus     

OFFICE365 Y N Y N Personal   Business Bus. 

Prem. 

ZOOM Y N Y N Basic Pro Business Enterprise 

SKYPE - 

BUSINESS 

Y N Y N     Business   

ADOBE 

CONNECT 

Y Y Y N         

SLACK Y N Y N Free Standard Plus Enterprise 

TRELLO Y Y Y Y Free Gold Business Enterprise 

ASANA Y N N N Free   Premium   

GOOGLE APPS Y Y Y N For Work Unlimited     

BASECAMP N Y N N         

JOIN.ME Y N Y N Free Pro Enterprise   

GOTOMEETING Y N Y N Starter Pro Plus   

HIGH FIVE N N N N         

Trends 

1. Per-user pricing tends to be the most prevalent pricing model used for both 

productivity and collaboration software, but it is often used in combination with 

other restrictions such as storage, or restricted functionality. 

2. Storage is a common way to limit functionality in lower cost tiers. However, the 

storage provided through a combined solution is often much more expensive 

than if purchased through a large provider (e.g. Slack v. Dropbox). 

3. Most providers offer three formal pricing tiers, with an implied fourth tier being 

for large, and likely highly customized installations. 
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4. Just over half of the providers we looked at offered a free tier with restricted 

functionality. That was an interesting finding; we expected to see a higher 

occurrence of free plans given their usefulness in lead generation. 

5. For subscription services, annual purchases typically provided a discount of 

between 17-33%. This can be a great way to raise revenue if customers aren’t 

turned off by the higher purchase price. 

6. Several smaller companies increased their prices when customers were 

purchasing at a higher volume (for example, see Asana’s pricing). While these 

higher priced SKUs often came with additional functionality (usually management 

and security), the strategy may only be applicable to enterprise sales and away 

from team based or middle-market focused sales. 

7. 95% of the companies we considered offered a subscription model. This is a 

significant shift from only a few years ago, when Adobe generated a lot of 

controversy over its move to Creative Cloud. 

Conclusion and Next Steps 

For companies in this group, it’s clear that their customers are used to buying 

subscription services on a per-user basis, and that other pricing models are less 

common. Counterintuitively, we also see that as customers purchase more from any 

individual vendor, their pricing may increase, rather than go down. There are many 

reasons why this could be the case, and it’s beyond the scope of this work to determine 

the drivers. However, it does mean that companies need to be careful: if you plan to 

compete with or be sold into markets where these products are widely adopted, it will 

be important to pick the correct pricing tier to do an apples-to-apples comparison. 

If you’re thinking through business model and pricing strategy, this data is really a 

starting point. For next steps, you may want to consider: 

 Conduct a pricing analysis tailored to your company’s specific requirements based 

on competitive landscape, target customers, and business model constraints. 

 Conduct qualitative research (conversational interviews) with companies that have 

business models and pricing structure similar to your company. 

 Create case studies of (competing) companies that have a business model or target 

customers similar to your company. 
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 Develop several potential business models for your company including analysis of 

each to identify the business model most conducive to your company’s success. 

 Rapid Research/Fast Feedback – Conduct quick turnaround survey of end users most 

likely to be interested in your product/service offering to get feedback to refine your 

go-to-market approach. 

 Expert Input – Conduct a limited number of in-depth interviews with experts who can 

validate or refute your current business model. 

 Secondary Research – Develop a list of key questions you are trying to answer and 

use existing secondary research to get high level answers to refine your questions to 

increase the effectiveness of any primary research you may be considering. 

Finally, if you’re exploring options to either establish a new business model, or looking 

for ways to optimize your existing approach, contact us at The Lightpoint Group for a 

free 30-minute discussion by emailing contact@lightpointgroup.com.  

We look forward to hearing from you. 

The Lightpoint Team 
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