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1. Introduction

Pricing remains one of the most difficult decisions in building a SaaS product.

Founders often invest enormous effort in engineering and product

development, yet pricing strategy emerges only after the product is built. 

Many SaaS products initially adopt ad-hoc pricing models based on

competitor benchmarks or internal cost estimates. Over time, however,

successful platforms tend to converge toward a predictable structure that

balances customer adoption, operational scale, and product capability.

The 3×3 SaaS Pricing Framework offers a simple model to guide these

decisions. It organizes pricing around two dimensions:

three customer tiers

three value drivers

Together, they form a scalable SaaS pricing structure.
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2. The Pricing Challenge in SaaS

SaaS products differ from traditional software businesses in several ways:

Continuous delivery
Software is not delivered once but evolves

continuously.

Infrastructure dependency
Products rely on cloud infrastructure,

making operational costs variable.

Diverse customer scale
Individual users, small teams, and global

enterprises may use the same platform

Feature expansion over time
Product capability increases as platforms

mature.
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These characteristics make pricing difficult to determine using simple cost-

plus models. Instead, pricing must align with how customers derive value from

the platform.

3. The First Dimension: Three

Customer Tiers

The purpose of this tier is broad adoption.

Starter

The Professional tier typically becomes the primary revenue source for the

platform. Organizations that depend on the software for operational

workflows move into this tier. Typical capabilities include:

Most SaaS products naturally evolve toward three primary tiers.

The Starter tier enables initial adoption. It targets individuals, freelancers, and

small teams that want to begin using the product with minimal commitment.

Typical characteristics include:

Affordable entry pricing

Limited user capacity

Core product functionality

Moderate resource limits

Professional

Collaboration across teams

Workflow automation

Integrations with other tools

Analytics and reporting

In many SaaS businesses, this tier is priced roughly four to five times the

Starter tier.
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Enterprise

Enterprise customers require additional capabilities related to scale,

governance, and compliance. These customers may demand:

Advanced security controls

Regulatory compliance features

Large-scale infrastructure capacity

Integration with enterprise systems

Dedicated service agreements

Enterprise pricing often sits approximately twice the Professional tier,

depending on scale and service commitments.

4. The Second Dimension: Three

Value Drivers

Across tiers, pricing differences usually emerge from three core drivers.

Compute Resources

Infrastructure consumption represents a direct operational cost. Examples

include:

Storage

Processing capacity

API usage

Network bandwidth

AI model inference

As product usage grows, infrastructure requirements increase accordingly. 
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Users

User count reflects operational scale and support requirements. Increasing

user numbers typically require:
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Access management

Onboarding processes

Collaboration features

Administrative oversight

Customer support

Many SaaS products incorporate per-seat pricing for this reason.

Features

Feature capability represents the sophistication and value of the platform.

Examples include:

Automation tools

Analytics dashboards

Integrations

Governance and compliance controls

Feature expansion often introduces engineering complexity and domain

expertise requirements.

5. The 3×3 Pricing Model

Combining these two dimensions produces a simple framework: Three tiers ×

Three value drivers. Each upgrade between tiers typically increases one or

more of the following:

Compute capacity

Number of users

Feature sophistication
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This produces a natural upgrade path for customers as their needs evolve.
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6. Visual Model: The SaaS Pricing
Cube

User scale

Infrastructure usage

Feature capability

The framework can be visualized as a three-dimensional cube representing

the three pricing drivers. Axes of the cube represent:

Customers move through the cube as their organizations grow and their

operational needs expand. Starter customers occupy the lower corner of the

cube. Professional customers operate in the middle region. Enterprise

deployments span the entire cube.

User scale

Feature capabilityInfrastructure usage

7. Revenue Dynamics Across Tiers

Most SaaS platforms exhibit a common revenue pattern.

Starter tier attracts the largest number of users.

Professional tier generates the majority of revenue.

Enterprise tier contributes large but fewer contracts.
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This structure allows SaaS companies to maintain broad adoption while

capturing increasing value from larger organizations.
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8. Practical Guidelines for
Founders

Maintain a low barrier for entry at the Starter tier.

Invest in careful design in the Professional tier, as it will likely generate

most revenue.

Reserve governance and compliance features for enterprise deployments.

Align pricing differences with compute limits, user scale, and capability

expansion.

The framework suggests several practical guidelines when designing SaaS

pricing.

9. When the Framework Applies

The 3×3 model works particularly well for SaaS platforms that combine

collaboration, infrastructure usage, and product capability. Examples include:

Productivity platforms

Workflow systems

Developer tools

Collaboration platforms

Cloud-based business applications

These principles help maintain clarity and scalability in pricing strategy.

In such systems, pricing naturally reflects infrastructure consumption, user

scale, and feature sophistication.
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10. Conclusion

SaaS pricing rarely follows a single universal formula. However, successful

platforms often converge toward a predictable structure. The 3×3 SaaS

Pricing Framework offers a simple model for organizing pricing decisions.

Three tiers of customers combined with three drivers of value create a

scalable structure that supports both product adoption and revenue growth.

As SaaS platforms evolve, this framework provides a useful starting point for

designing pricing architectures that remain understandable to customers and

sustainable for vendors.
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