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Software as a service

CRM vendor introduces usage-based pricing



Industry Overview

The high-tech software industry for sales and market-
ing organizations, is witnessing multi-sided competitive 
pressure from both industry leaders and challengers, 
driving software providers to innovate their business 
model. Commonly used license and subscription mod-
els based on seats and users are proving to be restric-
tive barriers that stall growth and limit the exposure of a 
product’s full value. 

In parallel, the industry’s move to consumption-based 
models and usage pricing is gaining momentum. It en-
ables product-led growth and deepens customer under-
standing, leading to improved customer experience and 
more personalised and flexible offerings based on needs 
and usage.

The consumption or usage-based model can also be a 
pragmatic approach for appealing to the smaller or en-
terprise start-up segment of the market, with offers that 
allow for end-customer growth. Afterall, the small cus-
tomers of today could be the large ones tomorrow.
Furthermore, the usage-based approach is a good way 
for challenger brands to re-engage with Enterprise ac-
counts where leaders have dismissed innovation in fa-
vour of focusing purely on profit making.

Businesses across all industries, however, are faced with 
a common challenge. As they move to adopt an Any-
thing-as-a-Service consumption model or evolve to 
usage-based pricing, homegrown point-to-point data 
integrations are proving to be inadequate, specifically in 
terms of scalability. Usage-based business models de-
mand accurate, timely and enriched data that their tradi-
tional data architecture does not support.
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01. intro
PeppaCRM supplies sales and mar-
keting automation software to the 
Enterprise. Its software-as-a-ser-
vice (SaaS) products optimize the 
business outcomes of medium and 
large enterprises with accelerated 
lead capturing and sales process 
automation.

PeppaCRM’s vision is to become 
the top challenger brand by annu-
al revenue, driven by their unique 
focus on CRM customer experi-
ence. To achieve this, the company 
focuses its development primarily 
around features that improve the 
sales effectiveness of its customers 
and to optimize their customers’ 
journey through the PeppaCRM 
suite of applications.

3

SaaS is the largest  
public cloud market 
segment.
Source: Information Age
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02. Challenges

PeppaCRM growth is being restrict-
ed by their current seat-based 
licensing model. Existing customers 
are failing to incrementally add new 
user licenses for new users as costs 
are prohibitive, instead choosing to 
re-attribute existing licenses.

A new business model is required, 
and there is concern that the cur-
rent billing platform is inadequate. 
In addition, PeppaCRM SaaS ap-
plications generate large amounts 
of data related to the operating 
environment, user behaviours and 
application performance, but the 
company is failing to effectively 
capture, operationalize and mone-
tize large quantities of this informa-
tion.

Strategically they have decided on 
a product-led growth approach, 
understanding that starting small 
means they have to be proactive in 
customer upselling. To be effective, 
this means analyzing usage data to 
gain the best possible understand-
ing of the product and how it is be-
ing used. PeppaCRM have invested 
in a larger customer success organ-
isation to realise this objective.

70% 

Companies 
estimate 
that 70% of 
apps they 
use are 
SaaS-based.
 
Source: Better-
Cloud State of 
SaaSOps
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03. The Project

PeppaCRM want to be first to mar-
ket in introducing a new business 
model for their customers, matched 
uniquely to how their organization 
uses PeppaCRM and priced accord-
ingly. Operationally, the company 
expects this new model to place 
a greater emphasis on usage data, 
which will be used to provide a deep 
understanding of how PeppaCRM is 
used by their customers.

They require a solution that will en-
able them to launch a new business 
model derived from usage data and 
is monetized through usage-based 
pricing. The selected solution should 
enable them to collect and process 
the high data quantities generated 
by the SaaS platform, describing 
how their customers use the ser-
vice. The usage data then needs to 
be accurately presented to support 
the finance department for revenue 
management, to customer success 
teams who will monitor user experi-
ence and product management who 
can study product adoption and 
which areas to invest in next.

15x

The median 
valuation 
for a pub-
lic SaaS 
company 
today is 
15x forward 
revenue.

Source: Battery 
Software 2021

04. Solution

The DigitalRoute Usage Engine solu-
tion automatically collects transac-
tional usage data from external data 
streams, that is generated when a 
customer interacts with the Pep-
paCRM platform. It then process-
es the data in real-time, including 
dynamic error correction, before 
mapping it to specific users and 
enriching the data with customer 
and contract data from different 
sources like ERP, CRM, and CPQ 
systems.

Usage Engine then processes the 
data into clean records that can be 
accurately presented to support 
the finance department for billing 
and revenue management opera-
tions which include identification of 
and correction for revenue leakage.

PeppaCRM customer success 
teams who will monitor user expe-
rience, and other business systems 
such as analytics will benefit from 
the dependable usage insights the 
solution has to offer. 
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The SaaS 
market has 
tripled its 
size in the 
last five 
years.

05. Benefits

With full control of its usage data, 
PeppaCRM can now launch their 
consumption-based business 
model. Due to the real-time data 
processing capabilities of the Dig-
italRoute solution, PeppaCRM can 
also bill for their new products and 
services straight away and start to 
recognize revenue as soon as their 
services are launched. The com-
pany has strengthened its moneti-
zation potential with the ability to 
now offer more options on a pay-
per-use model, and to better serve 
its customers with pay-per-use 
only plans.

PeppaCRM are now empowered 
to develop and offer new services 
based on actual customer actions, 
focusing on software-usage be-
haviour. They can now grow revenue 
by charging for different levels of 
usage and can communicate with 
customers about how their con-
sumption is affecting their costs.

As the DigitalRoute solution pro-
cesses usage data automatically, 
with built in error-correction ca-
pabilities, PeppaCRM are able to 
prevent data loss, and therefore lost 
revenue. All transactions are fully 
auditable and transparent, prevent-
ing disputes and proving that regu-
lations have been followed.

With the Usage Engine solution in 
place, it acts as an aggregating, 
auditing and data enriching chan-
nel which reduces the urgency to 
update PeppaCRM’s order-to-cash 
business systems. This demon-
strates how DigitalRoute can accel-
erate revenues from new services.
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06. DigitalRoute at 
PeppaCRM

DigitalRoute helps Enterprise com-
panies who want to offer and price 
products and services based on 
usage. Our solutions collect and 
normalize raw usage data from op-
erational systems, then aggregate, 
enrich and bind it with additional 
information for it to be sent as bill-
able data for financial systems and 
to support customer experience 
outcomes.

PeppaCRM 
uses  
DigitalRoute 
Usage 
Engine to 
overcome 
their busi-
ness model 
evolution 
challenge.

The DigitalRoute Usage portfo-
lio was purpose-built to solve the 
data challenges of subscription and 
consumption-based models. It’s a 
scalable solution that handles reve-
nue-critical transactions for any vol-
ume of data, from any source and in 
any format. In this case, PeppaCRM 
uses DigitalRoute Usage Engine to 
overcome their business model evo-
lution challenge.

Learn more



Take the next step 
with DigitalRoute

At DigitalRoute, we process data 
about how our customers use digital 
services. Our software is everywhere: 
it’s used by telcos, streaming services, 
SaaS firms, and in innovative business 
models for transportation and mobility-
as-a-service. We help more than 400 
companies send accurate invoices, 
improve customer experiences, and 
control how much of a service is used. 
Our software even helps companies 
create entirely new services based on 
what customers want. 

Learn more at 

www.digitalroute.com 


