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The top sales rep at an APl company closed the biggest contract in its history: a $600,000 annual
commitment, paid upfront, in exchange for a steep discount. The celebration lasted about six
months. By then, the customer had used 22 percent of its prepaid credits. At renewal, it committed
to $150,000 and made clear it felt it had been oversold. The rep had already been paid commission
on the full $600,000.

Nobody lied. The customer’s engineering team had guessed at their volumes, the rep had
encouraged a bigger number to reach a better discount tier, and nobody checked the guess against
reality until it was too late to do anything about it.

Usage Changes What a Good Deal Looks Like

In seat-based software, a bigger contract is almost always a better contract. Under usage-based
pricing, that stops being true. An oversized commitment brings in cash now but creates unused
credits, a frustrated customer, and a painful renewal. An undersized one produces surprise overage
bills that sour the relationship from the other direction.

The best deal is one where the commitment roughly matches what the customer will actually
consume, with room to grow.

Compensation plans need to reflect that. Paying reps entirely on signed commitments rewards
exactly the behavior that produced the $600,000 problem. A better structure pays part of the
commission at signing and the rest as the customer’s actual usage ramps up, for example half up
front and half once consumption reaches agreed milestones. Reps grumble at first. Then they start
asking better questions during discovery.

The Billing Platform Decides What Sales Can Sell

Usage-based billing platforms handle the machinery: taking in usage events from your product,
applying each customer’s rates, drawing down prepaid credits, managing commitments and true-
ups, and producing invoices. Which platform you choose quietly determines which deals your sales
team can write.

Teams comparing M etr onome alter natives often focus on invoicing features. The more important
test is whether the platform can represent the contracts your reps actually negotiate, without an
engineer writing custom code for each one. Ramped commitments that grow each quarter. Credits
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that roll over for alimited time. A shared pool of credits spent across several products. Negotiated
rates for asingle large customer.

When sales writes terms the billing system can’t model, finance ends up producing invoices by
hand, and manual invoices are where errors and disputes begin. One rule prevents most of this. no
contract term gets approved unless the billing system can represent it as written.

Visibility matters to sales as well. Account owners should see each customer’s consumption in
close to real time, inside the customer record they already use, along with alerts when the burn rate
suggests a customer will run out of credits early or end the year with half unused. Finance will
have its own checklist, including revenue recognition support and a complete audit trail of rate
changes.

Coaching Reps to Size Deals Honestly

Getting the commitment right is a skill, and it can be taught. Sales coaching softwar e helps by
recording and transcribing calls, so managers can review exactly how a rep built the usage
estimate. Did they ask what volumes the customer runs today? About planned launches, seasonal
peaks, or a migration that might double traffic in the third quarter? Or did they accept a round
number and move on to pricing?

A useful coaching habit is reviewing those conversations alongside what actually happened. Six
months after signing, compare each rep’s committed volumes with real consumption. Over a few
guarters, patterns appear: one rep consistently oversizes deals, another undersizes them and leaves
the customer exposed to overage charges.

Use those patterns for coaching conversations, not public rankings. A practical guideline many
teams adopt is proposing commitments at around 70 to 80 percent of the customer’s forecast, with
clear overage rates and an easy path to expand mid-term.

After the Signature

The sales cycle doesn’t end at signing. When usage alerts reach account managers early, an under-
consuming customer gets help with adoption before renewal, and a customer burning through
credits fast gets an expansion conversation instead of a surprise bill.

The APl company rewrote its compensation plan and started tracking commitment accuracy by
rep. Its average deal size dropped slightly the next year. Renewal rates climbed, and so did
revenue, because customers who' d been sold the right amount kept buying more.
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You can follow any responses to this entry through the Comments (RSS) feed. You can leave a
response, or trackback from your own site.
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