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GenAI pricing framework

What’s your 
marginal cost?

Consider a 
consumption-

based or outcome-
based pricing 

model to align your 
revenue with the 
usage and value 
delivered to your 

customer.

Consider a per-
user or flat fee 

subscription model 
to encourage 

broader adoption 
and value 

delivered to your 
customer.

Consider 
consumption-

based (or flat fee 
subscription) 

models to lower 
barriers and enable 

more users to 
experiment with 

your product.

If you're pricing to 
capture value that 

is already 
recognized and 

understood by your 
customers, 

consider outcome-
based pricing, 

directly linking the 
value you generate 

to the value you 
capture.

YES

NO

Are you pricing to 
encourage 

adoption and 
experimentation in 

an immature 
market where the 

value of your 
offering is still 

being discovered? 

Is the value well 
understood?

Where are you on the 
innovation curve?

Consider a modular 
approach: charge 
an additional cost 

on top of your 
existing pricing 

model.

Raise your prices 
without changing 

your pricing model 
to reflect the 

increased value

Consider an 
approach based on 
your marginal cost 

and your 
customers’ 

understanding of 
the value you 

provide 

NEW 
FEATURE

Are you 
augmenting an 
existing product 

feature, creating a 
new feature, 

creating a new 
product in an 

existing category, 
or creating a new 

category? 

AUGMENTING 
AN EXISTING 

FEATURE?

NEW 
PRODUCT OR 

CATEGORY

? ?

?

Are you using 
cutting-edge 

models with high 
compute and 
infrastructure 

costs, leading to 
significant 

marginal cost? 


