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The Future of
Monetization is Hybrid

Why business model freedom has become a finance f\
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their monetization architecture.
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01 | EXECUTIVE SUMMARY
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The future is not subscription or usage.

The future is hybrid.

The way companies make money is changing. The first major
shift took enterprises from one-time transactions to
subscriptions. The next moved them toward usage-based and
consumption pricing. But enterprises are not choosing one
model and abandoning the others. They are running all of them
at once.

A single customer relationship may now include a one-time
product sale, a recurring platform fee, metered consumption,
prepaid credits or commitments, and professional services, each
packaged differently by segment or market. That is the Hybrid
Economy.

For finance leaders, this creates a strategic problem:
monetization models are changing faster than legacy billing
architecture can support. The symptoms are familiar: launch
delays, revenue leakage, customer confusion, manual
workarounds, and rising control risk.

Competing in this environment requires hybrid monetization:
the ability to meter, price, bill, invoice, and account for any
model or mix of models on one platform, and to change those
models as the business changes, without sacrificing financial
control. The outcome is Business Model Freedom.

Key takeaways for
finance leaders

Hybrid is the market reality.
Companies need to support
several commercial models in
the same customer relationship.

Architecture is the constraint.
Legacy billing stacks slow
pricing changes and force
cross-system workarounds.

Leakage is a control issue. Gaps
between contract, usage,
billing, and revenue quietly
erode margin and confidence.

Unified platforms turn
complexity into an auditable
process and give Al a coherent
foundation.

The test: your billing system
should never dictate your
business model.

“Do not let your billing system dictate your business model.”

The strategic test for every monetization decision

The Hybrid Economy Hybrid Monetization

The market reality: companies
monetize through multiple
commercial models at the same models on one platform.

time.

Learn more about BillingPlatform: www billingplatform.com or 1-888-348-8868 © BillingPlatform Corp. All rights reserved.

The capability: run transactional,
recurring, usage-based, and mixed

Business Model Freedom

The outcome: monetization
infrastructure never constrains the
business model.
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02 | THE MARKET HAS MOVED

Monetization no longer runs on

a single model.

The market has been taught to think in economic eras. The Subscription Economy reshaped how companies

b BillingPlatform

sell; usage-based pricing then aligned spend with consumption. The next phase will not be another single-

model economy. Large enterprises now operate several monetization models at once, and the mix keeps

changing.
ERA 1 ERA 2
Transactional Subscription

Sell a product or Recurring fees and
contracted, time-based

revenue.

service, deliver it, and
bill once.

ERA 3
Usage-based

Price on metered
consumption and
actual value delivered.

NowW
Hybrid

Every model, in any

combination, evolving

over time.

The data behind the shift

85%

of SaaS companies
use some form of
usage-based
pricing, up from
30%in 2019

17%

of surveyed

21%

median growth for
hybrid subscription
+ usage models,
the highest of any
model®

+126%

year-over-year
growth in credit-
based pricing
across the
PricingSaaS 500*

50%

have switched or

reverted a usage-
based pricing
model after
launching it?

companies say
hybrid pricing
already applies to
most of their
revenue?

What it looks like in practice

POSITIONING

Hybrid is not a feature.

Consider a single enterprise customer. It may buy hardware
once, pay arecurring platform fee, consume metered API
calls, draw down prepaid credits against a minimum V

] . . It is the market reality, and hybrid
commitment, and add professional services, all under one

monetization is the strategic capability

contract and ideally one invoice. Each element carries required to compete in it.

different pricing, billing, and revenue recognition rules.

“Al pricing is expanding beyond seat licensing as companies add new pricing models
alongside current ones.”
Bain & Company, Al Pricing: A Reality Check, August 2026

Sources: ' Metronome, State of Usage-Based Pricing 2025. 2 BillingPlatform 2026 State of Al Pricing Operations Survey.3 Maxio / Benchmarkit, 2025 Pricing Trends Report. ¢
Growth Unhinged via SaaS Mag, April 2026.
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03 | THE COST OF CONSTRAINT

When the business model outpaces
the billing architecture.

Most billing stacks were designed around one dominant charging model. As enterprises layer new models
on top, every pricing idea becomes a change request that touches entitlements, metering, billing, revenue
recognition, quoting, and support. The result is a strategic drag that shows up directly in the P&L.

3-5% 79% 5+ hrs/mo

of revenue typically lost to leakage of companies say their latest spent by 79% of companies
between contracted and pricing change took four months reconciling usage data with
recognized revenue?! or longer? invoiced amounts?

Five symptoms of an architecture that can’t keep up

Launch delays

New offers wait on engineering backlogs, delaying pricing changes and market response.

Revenue leakage
Unbilled usage, expired discounts that keep running, and amendments that never reach billing quietly erode

margin. 41% of finance teams say they're less confident forecasting usage-based and Al revenue than
subscription revenue, versus 44% who say they're more confident.?

Customer confusion
Multiple systems produce multiple invoices, inconsistent terms, and disputes that slow collections and

raise DSO.

Manual workarounds

Spreadsheets bridge the gaps between metering, billing, and revenue, adding cost, latency, and error.

Financial and control risk

ONOROROXO

Material leakage can create ASC 606 exposure and SOX 404 control deficiencies, raising restatement risk.t

“BillingPlatform has enabled us to streamline our billing processes, eliminating the need for our finance

team to make extensive manual billing adjustments while simplifying customer engagement.”

& quickbase

Sources: ' MGl Research, Revenue Leakage Series Part 1, December 2025. 2 BillingPlatform 2026 State of Al Pricing Operations Survey.
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04 | DEFINING HYBRID MONETIZATION

Hybrid means more than
subscription plus usage.

DEFINITION

Hybrid monetization is the ability to meter, price, bill, invoice, and account for transactional, recurring,
usage-based, and mixed commercial models on a common platform and within a common customer
relationship, and to adapt those models quickly while preserving financial control.

A complete model spectrum

FOUNDATIONAL EMERGING COMBINATIONS
Core models Al-era models Mixed models
*  Transactional: sell, deliver, and * OQutcome- and results-based * Base fee plus usage

bill once pricing *  Minimum commitments plus
* Recurring: subscriptions, * Al credits, tokens, and agent overages

contracted fees, retainers actions «  Tiers. bundles, credits, and
* Usage-based: meter events and e Capacity and variable-cost drawdowns

price on actual use models .

Recurring plus one-time fees

Model evolution: change packaging, pricing, metrics, entitlements, and commercial constructs over

time without re-platforming.

The promise: Business Model Freedom

Companies should decide how to monetize based on the customer, product, market, and competitive environment, not
on the limits of the billing stack.

Product teams Finance Go-to-market Customers

Package, price, and Preserve control, Experiment with Receive one coherent
launch new offers auditability, and packaging and pricing commercial experience,
without waiting on a revenue integrity as by segment, market, even with several
release cycle. complexity grows. and deal. models behind it.

Any model. Any mix. One platform.

Learn more about BillingPlatform: www billingplatform.com or 1-888-348-8868 © BillingPlatform Corp. All rights reserved. Page 5
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05 | THE ARCHITECTURE BEHIND THE PROMISE

Meter anything. Bill flexibly.
Recognize accurately.

Hybrid monetization crosses traditional system boundaries: metering, rating, pricing, billing, invoicing,
payments, revenue, workflow, data, and Al. A platform with one coherent object model and shared rules
lets those activities operate as a single system rather than a chain of disconnected products and
reconciliations.

METERING BILLING REVENUE

Meter anything. Bill flexibly. Recognize accurately.

Usage collection, mediation, and One-time, recurring, usage, and ASC 606 / IFRS 15 recognition

rating for any event or metric. mixed charges on one coherent through close and journal.
invoice.

ONE METADATA MODEL - One source of truth from event to journal entry, with full lineage.

Fragmented stack vs. unified platform

m Fragmented billing stack Unified monetization platform

New pricing model Custom development across multiple systems Configuration on shared rules and objects

Customer invoice Multiple invoices and inconsistent terms One coherent invoice and account relationship

Reconciliations and manual journal

Revenue integrity Full lineage from usage event to journal entry

adjustments
. . Common permissions, workflow, and audit
Controls and audit Controls re-implemented at every seam trail pe
i
Al readiness Agents must cross system seams Agents act on one governed data model

Results enterprises report with BillingPlatform

20% 35% 30% 55%

o Recovery of revenue Reduction in billing X
Reduction in DSO R Faster time to market
leakage through complexity through .
through automated AR . S through automation
automation consolidation
e See what these gains are worth in your business. e See what faster launches are worth to you.
Calculate Your Cost & ROl — Calculate Your Speed-to-Market Impact —
billingplatform.com/roi billingplatform.com/stm

Note: Results shown are a composite of outcomes reported by BillingPlatform customers; individual results vary.
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06 | Al AS A FORCE MULTIPLIER

Al is why hybrid monetization
matters now.

Al is creating new products, packaging, and pricing models faster than traditional systems can handle:
credits, tokens, agent actions, and outcomes. Hybrid monetization on a modern platform provides the
commercial flexibility to support them. At the same time, Al helps operate and optimize the complexity that
hybrid models create.

59% 607% 73%

of companies monetize Al features say Al and compute cost visibility is of companies with usage-based
as a separate line item? what would help them most* models actively forecast variable
revenue?

Why a unified foundation matters in an agentic world

Agents need a coherent semantic model, consistent objects, common permissions, and executable rules.
When monetization is fragmented across systems, Al orchestration must cross every seam. When the full
lifecycle lives on one platform, agents can reason and act across it with governance intact.

Al as UX Al as automation

Natural-language interaction to configure, administer, Agents that execute work across pricing, billing,

and analyze monetization on live, governed data. collections, revenue, and service workflows.

Al as monetization intelligence Al as infrastructure

Surface leakage, anomalies, pricing opportunities, and Meter, rate, and invoice Al-era products: usage, credits,
customer behavior patterns. commitments, outcomes, and variable-cost models.

Hybrid monetization is the commercial freedom. The unified platform is the architectural

foundation. Al is the force multiplier that makes both more powerful.

Sources: ' BillingPlatform 2026 State of Al Pricing Operations Survey. 2 Maxio / Benchmarkit, 2025 Pricing Trends Report.
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07 | A CFO AGENDA FOR THE HYBRID ECONOMY

Seven questions to ask your
monetization architecture.

Can we run transactional, recurring, and usage-based models together, in production, for the same

1
customer?
2 Can those models appear in one customer relationship and one clean invoice?
3 How quickly can we launch a new pricing model without custom development or reimplementation?
a4 Where do seams remain across metering, billing, revenue, payments, and collections?
5 Is revenue traceable from usage event to journal entry, with controls that satisfy ASC 606 and SOX?
: Can we support Al-era constructs such as credits, commitments, entitlements, and outcome -based
pricing?
7 Which monetization workflows can Al agents act on today, with governance intact?

Where to start

1 Assess 2 Quantify 3 Consolidate 4 Evolve
Map every model you Measure leakage, time to Prioritize one platform Treat pricingas a
run today and plan to launch, and manual with ashared data, continuous capability,
run in the next 24 effort across quote-to- object, and rules and let Al help
months. cash. foundation. optimize it.

Caleulate Speed-to-Market —

Faster time to market, proven at scale. DirecTV Ad Sales cut the time to launch a new ad campaign from

2-3 months (8-10 people) to one day (one person) — and reduced billing, invoicing, and close processing

from two weeks to under 20 minutes. TS
— DirecTV Ad Sales, BillingPlatform case study Dl ﬂthV

Monetize today’s offerings and tomorrow’s ideas.
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