Monetizing the Promise

Sales Compensation Strategies
for the Embedded Finance Era

Operational Playbook for Revenue Leaders



The Fundamental Disconnect: Certainty vs. Probability

The Old World The New World
A
SaaS$ Sales = Embedded Finance =
Selling Certainty Selling a Promise
Revenue is locked at signature (ACV). Contract signature is starting line.
Goal: Maximize upfront commitment. Revenue is generated in arrears via usage.

A

The friction arises when legacy compensation plans designed
for certainty are applied to products based on probability. J




Five Compensation Models for Embedded Finance

1. Dual-Quota Hybrid
(SaaS + FinTech)

s

Separate quotas for SaaS and
FinTech to prevent cannibalization.
Standard upfront SaaS commission;
FinTech paid on actual transaction
volume.

J
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2. ECV with Hybrid Crediting

N

m'e

Large upfront payout (60-80%)
based on estimated usage.

Remaining balance trued-up
against actuals after 12 months.
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3. Committed Capacity Draw

©

Provides stabilized income “draw"
during long implementation.

Steep accelerators reward overage
revenue once live.

4. Milestone-Based Activation

20
e

Commissions decoupled from signature.
Payouts gated by verifiable technical
milestones (e.g., API live, first tx).

\.
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5. Run-Rate Expansion
(Hunter/Farmer)

=

“Hunter” gets bounty for initial deal.
‘Farmer’ compensated on YoY revenue
expansion from active cross-selling.

J
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1. THE DUAL-QUOTA HYBRID MODEL (BASE SAAS + VARIABLE FINTECH)

STRATEGIC APPLICATION: Optimal for maturing vertical SaaS companies newly introducing embedded
payment products alongside established core software subscriptions (e.g., ServiceTitan’s Core vs. FinTech split).

OPERATIONAL MECHANICS

Q SAAS COMPONENT: CORE SUBSCRIPTION E) FINTECH COMPONENT: EMBEDDED PAYMENTS
299 — INCENTIVE OPTIONS: @
: -5 : EARNS 5%-10% NET
SALES REP QUOTA 1 £ A%%gg}iﬂg:hD © ‘ SALESE'ﬁE BTlégTA = MARGIN ON PAYMENT PAID
STANDARD SAAS [ 109 LAE ON #)| PAID IMMEDIATELY | | FINTECH #) SPREAD (RECURRING) ) MONTHLY/QUARTERLY AS
RECURRING REVENUE i UPON CONTRACT | | ADOPTION TARGET OR FLAT SPIFF ($) ON ACTUAL TRANSACTIONS
(ACV) SOFTWARE VALUE SIGNATURE. i FIRST $10K VOLUME IN ARE PROCESSED OVER
| 90 DAYS (MILESTONE). 12 MONTHS.
\
- e
MATH EXAMPLE ($5M VOLUME OPPORTUNITY)
SAAS UPFRONT PAYOUT FINTECH PAYOUT
TOTAL ANNUAL COMPENSATION
$20,000 10% _ $2,000 EARNED % | =$2,000 (SaaS) + $5,000 (FinTech) W  $5M _ $50,000 SAAS _ $5,000 EARNED
ACV COMMISSION (Paid at Signature) = $7,000 VOLUME ~ 10% COMMISSION ~ (Paid over 12 Months
as realized)
CFO GUARDRAIL
» CORE SAAS COMMISSION: Easily Capitalized, Financially Predictable. <\/,
» FINTECH COMMISSION: PERFORMANCE BONUS TIED TO REALIZED, AUDITED TRANSACTIONS. ELIMINATES CLAWBACK RISK.
PROTECTS CORPORATE GROSS MARGINS BY PREVENTING DESTRUCTIVE DISCOUNTING.




2.EXPECTED CONSUMPTION VALUE (ECV) WITH HYBRID CREDITING:
INNOVATIVE FINTECH SALES COMMISSION STRUCTURE

Best utilized by organizations with highly predictable, high-volume consumption patterns where deep historical data allows for

highly accurate forecasting of new account usage behavior.

OPERATIONAL MECHANICS

EC PLICA wl
1. UPFRONT PAYOUT

(IMMEDIATE CASH FLOW) %

- Based on mathematically calculated ECV (Client Size,
Peer Benchmarking, Declared Intent).

- Representative receives significant portion
(60% - 80%) of commission immediately at
contract closing.

Solves behavioral “valley of despair”.

70%

all

MATH EXAMPLE: $5M VOLUME OPPORTUNITY

CALCULATED TARGET

$5M Volume Opportunity
dictates a target $50,000

ECV Revenue. I

Commission Target:
10% of ECV = $5,000.

=1 2. DEFERRED TRUE-UP

G (REALIZED USAGE)

« Remaining commission (20% - 40%) is
strictly deferred and held back.

« Paid at the end of the first twelve
months, calculated strictly against
actual, realized usage.

=5

=
2 =>

30% ©

3. CFO GUARDRAIL

@ (DOWNSIDE ASSET PROTECTION)

« If customer fails to achieve projected ECV,

« Ironclad clawback clause on upfront
payout if customer churns before six ®
months or fails APl integration.

deferred portion is forfeited.
« Balances sales motivation with fiduciary protection.

UPFRONT PAYOUT (70%)

$5,000 Commission Target x 70% = $3,500
PAID IMMEDIATELY at Contract Signature.

N©)
DEFERRED TRUE-UP (30%) '

$5,000 Commission Target x 30% = $1,500
HELD UNTIL MONTH 12.

MONTH 12 AUDIT

Customer Processed Exactly $5M (100% Achievement)
Rep receives remaining $1,500.
Total Commission: $5,000.

Customer Processed Only $2.5M (50% Achievement)
Rep receives NOTHING further ($0).
Total Commission: $3,500 (Upfront Only).

Customer Processed $0 (0% Achievement) or Failed Integration
Rep receives NOTHING further ($0).

Initial $3,500 SUBJECT TO LEGAL CLAWBACK.

Total Commission: $0 (or negative if clawback occurs).

Q@ The Hybrid Crediting Model: Exquisitely balances Sales’ psychological need for immediate cash flow with the
CFO's fiduciary need for downside asset protection, fostering long-term value and accountability.

psychology

fiduciary




‘3.THE COMMITTED CAPACITY DRAW (FLOOR GUARANTEE) m

+ Strategic Application: High-Friction Enterprise Sales & Complex Implementations

" &
OPERATIONAL MATH EXAMPLE CFO
MECHANICS ($5M VOLUME OPPORTUNITY) GUARDRAIL

STRATEGIC
APPLICATION

1. Minimum Financial P FLOOR GUARAN.'_'EE PHASE =
: (Months 1-6)
Commitments:
Instead of upfront Target Commisaion on
~, commissions on fabricated $50k Baseline Revenue:
3 estimates, the eompary re- 35'000

? quires a negetiated minimum
agreement, e.g., process
$SM annualiy.

Rep receives stabilized draw
(approx. $416/month) totaling

Designed for environments

8 P\’ $2,500. Q Accurate CAC Investment:

where transitioning legacy Initial financial draw is
payment infrastructure or 2. Floor Guarantee (Draw): - ONERAGE (AMcoﬁfhtfo)OR EHASE = modeled into corporate
complex lending facilities During technical transition budget as extended
requires months of intricate (6-12 months), Account Customer Acquisition Cost
technical implementation and Executivs rezeives a non- investment.

recaverable *draw" stabilizing
On-Target Earnings.

change management. S
N =, @ Premium Payout on
Client hits S5M If client processes $7M Surplus Revenue:

@—0 commitment: Rep earns (S70k revenue -~ $20k :
e remaining $2,500 at oversge), $20k pald at Z!'eg' NI EceIeralon oniy
standard rato. accoleraied 15% rate = ISDIN 58 COMNSSION
— extra $3,000. checks during surplus,
@ , w ﬁ 3. Overage Accelerators: high-margin revenue,
Enterprise  Complex Live iz ’ g;lgeizii‘;ebazgilti::: s;r:égion $2'500 o $2'500 * $3'000 I)areer:(t:;edir;g'ggtsigns |‘
Clignt ( Trans';tien ] Production [ E L $§§eie{ators activate fe.q., ) (Ficoy Stndad) (ccrtersior) g it ,
6-12 Monlhs rate on overage revenue). = $
8,000
K TOTAL POTENTIAL PAYOUT
\ V. \ 4




4.The Milestone-Based Activation Framework
Strategic Application: Embedded Lending, BNPL, & Payroll Products

d Operational Mechanics }

Compensation decoupled from contract signature. / Milestone 3:
Payouts tied to verifiable implementation and . —~. Volume
activation milestones. < SS) Threshold
Milestone 2: i
m First Value Client surpasses pre-defined
’ [5) Realization substantial aggregate lending
Milestone 1: _ volume threshold.
Technical " First end-consumer '

Integration successfully executes a ( Payout: 50% of i
transaction.  Target Commission

Technical integration live -

Contract

Signature Payout: 25% of

w ) Math Example ($5M Volume):
Target $5,000.

1’ Payout: 25% of \ M3 Payout = $2,500 (e.g.,
Month 9, $2.5M Volume Crossed)

(e.g., lending widget on ‘
checkout page).

No Initial _ Target Commission Math Example ($5M Volume):

Commission _ 3 Target $5,000.
y M2 Payout = $1,250

[ Math Example ($5M Volume): | e loiie CFO Guardrail g |

Target $5,000.
M1(:ay°&2:tf‘1§5° 4 &7 Perfect synchronization of cash outflows with revenue
i . ‘ /$\ | © realization. Eliminates clawbacks; funds disbursed only

after company receives financial value.




5.The Run-Rate Expansion Model (Hunter-to-Farmer Handoff)

Strategic Application: Highly suited for Product-Led Growth & Land-and-Expand strategies. Designed for exponential scale across business units over time.

Operational Mechanics:
Solving the Year-over-Year Problem

Hunter Customer Success
(Account Executive) Farmer

Systematically solves the issue of early sales reps earning
unearned financial windfalls from passive organlc account growth

— M

Organic Versus Led Expansion:
Rewarding Proactive Growth

Organic Growth
(Unrewarded)

N & =1

/ 1 X
CSM Farmer

Successfully upselling new,
distinct products or modules.

volume increases. COMMISSIONS PAID ON
NO Commission. THIS GROWTH.

_— — -

Natural macroeconomic market
growth, basic transaction

deal

.} @ Account
) HunterAE |

| Strict 6-Month

New Embedded
Product/Cross-
ﬁ Sell
(3

Run-Rate Measurement:

Hunter Handoff: Initial Sale & Transfer
Quarterly Expansion Focus

Secure =
Bz Previous Year Current Quarter

Quarter (PYQ) (CQ)

E“x“,,';,',‘;:;; (CQUsage-PYQ Usage)
Calculation PYQ Usage

. :Jaﬂty Period Customer

aLCoUntyor Success

Small Capped Usage/ Usage/
Bpe Farmer Revenue A Revenue B

Commission on Setup
Ongoing commission based strictly on run-rate expansion.
Mathematically compares current quarter usage against the same

After 6 months, account completely transferred to a
quarter from the previous year, mitigating seasonal volatility.

dedicated Customer Success Farmer.

Math Example: $5M Volume Opportunity

@ HunterBounty @ Month 6: © Year1 @ Year 2 Expansion © Run-Rate Payout
Account Transfer Performance
to Farmer 9 @ by Year-over-Year Expansion: s
D y A A $80,000 (Y2) - $50,000 (Y1) $)
@/’ S 7 = $30,000 =
$5M Volume  $1,000 Processes $5M Cross-sells New  Total Volume Commission: $3,000
Opportunity  Flat Bounty Volume = Lending Module $8M = $80,000 $30,000 x 10% Rate Payout
$50,000 Revenue Revenue (Quarterly)

) 4
CFO Guardrail: Financial & Operational Discipline

Completely severs original Hunter's commission ties after six months. Prevents indefinite,
margin-destroying annuity payments for inactive work. Normalizes commission expenses and
tightly couples Customer Success compensation to proactive, strategic account management.




CFO-FRIENDLY RISK MITIGATION & FORECASTING FRAMEWORKS

f

R 4 !
1. ASC 606: CAPITALIZATION 2. SEC RULE 10D-1: STRINGENT !"
OF COMMISSIONS CLAWBACK POLICIES I
LEGACY CURRENT J
MODEL ASC 606 MODEL j
N A
) % 8 MANDATORY RECOVERY OF I
‘ g ?.1. ERRONEOUS INCENTIVE b g
ASSET G COMPENSATION &
EXPENSE O L T N TN (S [ R 3 N\
|l T 1 T T L] T T \v
AMORTIZED OVER ! LOOKBACK PERIOD ﬁ\ :
CONTRACT LIFE p A . '
Full commission Incremental costs p= '_—_O:C)i
expensed immediately.  capitalized & amortized. | i v2 v3
Simple, high volatility. Matches expense to e
revenue recognition. TRIGGER EVENTS: _!

A RISK: USAGE UNCERTAINTY & IMPAIRMENT.
Subjective estimates can lead to write-downs
if usage fails.

CFO MANDATE: Conservative estimates or
ironclad minimums for upfront payouts.

Customer Cancellation,
Excessive Refunds,
Failure to Hit Minimums
(180-Day Window)

PRINCIPLE: Rigorous financial recovery cascades
from executives to operational sales to
protect operating cash flow.

. health &actualized value.

3. FORECASTING METRICS &
CASH FLOW GUARDRAILS

CONSUMPTION
QUOTIENT

85%

ACTUAL VS.
CONTRACTED USAGE
Indicator of customer

OVERAGE REVENUE
PERCENTAGE

REVENUE EXCEEDING
COMMITMENTS
Isolates highly profitable,

zero-CAC expansion revenue.
\

TIME TO FIRST VALUE (TTFV)
DURATION
o) TRACKING

SIGNATURE

Accurately models cash

F .
TRANSACTION flow latency period.

PREPAID USAGE
CREDITS

MINIMUM
COMMITMENT TIERS

Secures working capital upfront, reduces fraud risk,
provides firm auditable baseline for calculations.

W

am CFO PREFERENCE: OPTIMIZED CASH FLOW g
—

\

~ 0\




5 SALES COMMISSION STRUCTURES FOR EMBEDDED FINANCE

Balancing Vertical SaaS Practices, Sales Psychology, and CFO Compliance for a Diverse Fintech Landscape.

BASELINE ASSUMPTION: $5M Volume Opportunity = $50,000 Net FinTech Revenue | SaaS ACV = $20,000 | 10% Target Commission Rate

STRUCTURE 1:
THE DUAL-QUOTA HYBRID MODEL

saas ||| FinTech Strategic Aﬁplication: Maturing Vertical SaaS;
New FinTech product alongside core SaaS.

Operational Mechanics:

¢ Twodistinct quotas. Prevent cannibalization.

@ SaaS Component: 10% base commission on standard ACV.
Paid immediately.
é FinTech Component: 5-10% of Net Margin on spread OR Fixed
SPIFF post-activation. Paid as realized.

Math Example:
10% CFO Guardrail:
Saﬁéoli(cv 2 $2,000 Upfront @ Eli{(ninates clawback 5
risk. Ensures core Saa!
oM sso 0% gmg';:;g isn't discounted for
_— & volume.
Total: $7,000 ’

Saas value tied to usage.

Operational Mechanics:

=== Compensation decoupled from
</>| contract signature. Payouts tied to
verifiable milestones.

Milestone 1: Technical Integration
Live (e.g., Widget embedded).

& Milestone 2: First Value Realization
&= (e.g, First transaction).

ul] Milestone 3: Volume Threshold
BUY  surpassed (e.g., Aggregate volume).

STRUCTURE 4: THE MILESTONE-BASED
ACTIVATION FRAMEWORK

Strategic Application: Embedded lending, BNPL, payroll;

STRUCTURE 2:
ECV WITH HYBRID CREDITING

Strategic Application: High predictability, high-volume
consumption. Deep historical data.

Operational Mechanics:
@ Calculated ECV based on peer usage. Addresses "Valley of Despair".
Upfront Payout: 60-80% of estimated ECV immediately.

@ Deferred True-Up: 20-40% held back, paid at 12 months based
on actual usage audit.

Math Example:

f'

70% Upfront CFO Guardrail:
$50K T;O%et 53,500 Immediate Deferred portion forfeited
ECV Rev As;%é $1,500 Paid @ 12 Mos if target missed. Ironclad
=$5,000 S red ",f audited) | $0 clawback on upfront if
if under-performed churn/failure. Balances
cash flow and downside

Total: $5,000 (if target hit) protection.

scales over time.

Math Example:

Target Pool: $5,000 Operational Mechanics:

mw ot Live —> 25% = $1,250 @ Solves YoY unearned windfall.
M2 - Hunter Handoff: AE lands account,
(e, Montn4) 1St TXN —> 25% = §1,250 small bounty. Handed to CSM after
M3 wonths) Threshold —> 50% = $2,500 <& 6 months.

5 Run-Rate Measurement: CSM

P fotat e 000 ﬁﬂﬁ paid on quarterly run-rate
CFO G:ar ralllt I ool expansion vs. previous year.
@ F Peectuals opératons Organic vs. Led: Commission
® rﬁallty Immates caiNch n’i/luﬂ we?ghted towards company-led

ﬁy upon reahzed value. expansion (upsells).

STRUCTURE 5:
THE RUN-RATE EXPANSION MODEL

Strategic Application: Product-Led Growth, Land-and-Expand;

STRUCTURE 3:
THE COMMITTED CAPACITY DRAW

Strategic Application: High-friction enterprise
sales; long implementation, complex transitions.

Operational Mechanics:

@ Requires minimum negotiated financial commitments.

Floor Guarantee: Non-recoverable draw/floor stabilizes OTE
@ during 6-12 month transition.
< Overage Accelerators: Once live, premium rates (e.g., 15%) on
»Y revenue exceeding quota.
Math Example:

Months 1-6 CFO Guardrail:
(Floor Phase):

$5M . $2,500 Floor modeled as CAC

Draw ;{;{;’IGIM Target Hit @

s 15% id only on surplus

Stabilized Draw ‘Z.?,,‘;e — ‘2;‘3&" ﬁa h-margin revenue
overages.

Total Potential: $8,000

Months 7-12 (Live Phase):

Math Example:

Hunter Bounty: S'I,OOO Flat | Month 6
Handoff to Farmer

Year 1Rev: $50K | Year 2 Rev: $80K
(Expansion: $30K) ‘
$30K _10%  $3,000 ¥ s
Expansion Paid to Farmer 4

Total: Hunter (Sl 000) :

+ Farmer ($3,000) MDY T
CFO Guardrail: g

% Severs Hunter ties to prevent

indefinite annuities. Quarter| e

run-rate normalizes commission. ®
Ties compensation to .
proactive account management. .




