
Critical success factors in PLG from a
comprehensive analysis of 446 B2B SaaS
companies
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14.5%

Companies transitioning from
zero to even modest self-serve
revenue ($100K-$500K) report

overall performance scores and
demonstrate significant improvements
across all business dimensions.

higher

This report analyzes comprehensive assessment data collected from 446 validated B2B SaaS
companies between October 2024 and March 2025. Our research reveals clear patterns that
differentiate high-performing companies from average performers, with self-serve revenue
emerging as a critical growth catalyst.

Companies transitioning from zero to even modest self-serve revenue report higher overall
performance scores and demonstrate significant improvements across all business dimensions.
The data shows distinct performance patterns at different growth stages, with the most dramatic
gains occurring during specific transitions.

This report provides evidence-based insights into the specific challenges B2B SaaS companies
face at each growth stage and outlines practical strategies for overcoming them. By
understanding these patterns, company leaders can make informed decisions about where to
focus their resources for maximum impact.

If you want a quick overview, you can check out the
video walkthrough of the report.

Three key factors emerged as the most potent
differentiators between high and average
performers:

Development of self-serve revenue channels1.
Intentionality of free product offerings2.
Time-to-value delivery speed3.

EXECUTIVE
SUMMARY

https://youtu.be/DIrd_KP_fGU?utm_source=B2B_SaaS_report_2025&utm_medium=organic&utm_campaign=video_promo
https://youtu.be/DIrd_KP_fGU?utm_source=B2B_SaaS_report_2025&utm_medium=organic&utm_campaign=video_promo
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INTRODUCTION

The B2B SaaS landscape has evolved dramatically in recent years. Product-led growth
(PLG) strategies that once belonged exclusively to consumer applications have become
essential for B2B success. However, many companies struggle to implement these
strategies effectively, often investing resources in the wrong areas while overlooking
critical growth opportunities.

This report aims to provide data-driven clarity about which factors actually drive B2B
SaaS success in 2025. Rather than focusing on high-profile outliers or theoretical models,
we analyzed hundreds of companies across various growth stages to identify consistent
patterns that predict performance differences.

Our research examines key questions including:

By answering these questions with empirical data rather than anecdotes, we aim to help
B2B SaaS leaders make more informed strategic decisions and avoid common pitfalls.

What specific capabilities most strongly correlate with overall business performance?
How do successful companies evolve their go-to-market approaches at different
growth stages?
What common mistakes do companies make when implementing product-led
growth strategies?
Which transitions represent the highest-leverage opportunities for improvement?
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RESEARCH
METHODOLOGY

Data Collection

Data Validation and Filtering

Data was collected through a comprehensive assessment completed by 680 technology
companies between October 2024 and March 2025. The assessment included questions
covering various dimensions of business performance and specific capabilities related to
product-led growth.

To ensure the reliability of our findings, we applied several filters to the raw dataset:

This filtering process resulted in a final dataset of 446 validated B2B SaaS companies.

We excluded 135 companies with incomplete assessments, identified by systematic patterns
of missing data in financial sections.

1. Completion filter

We excluded 99 companies that explicitly indicated they are not B2B SaaS businesses, as
these companies would face different challenges and success factors.

2. Business model filter

We examined response patterns to identify potentially invalid entries, looking for extreme
outliers and inconsistent response patterns.

3. Data quality checks
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Roles:

*Note: The higher SSR categories showed some inconsistencies and potential definition
variances.

Owners/Founders: 46.6%
Managers: 18.2%
Individual Contributors: 14.5%
VP/Directors: 11.2%
Executives/C-Level: 8.6%
Other/Unspecified: 0.9%

Zero SSR: 36.5%
Under $100K SSR: 49.9%
$100K-$500K SSR: 11.7%
$500K-$1M SSR: 0.2%
$1M-$4M SSR: 0.2%
$4M+ SSR: 1.5%*

No Profit: 45.2%
5-Figure Profits: 17.1%
6-Figure Profits: 14.5%
7-Figure+ Profits: 9.6%
Unsure: 13.6%

Respondent Profile

Self-Reported Profitability:

Self-Serve Revenue Distribution:



Data Limitations

Several limitations should be considered when interpreting our findings:

Despite these limitations, the clear patterns across hundreds of companies provide valuable
insights into relative differences between companies at different growth stages and with
different capabilities.

1. Self-reported data: All metrics represent companies' self-assessment rather than
objective measurements. These self-perceptions might differ from actual performance.

2. Definition ambiguity: Terms like "self-serve revenue," "profit," and "free-to-paid
conversion" may be interpreted differently by respondents. Without standardized
definitions, these metrics should be viewed as relative indicators rather than absolute
measurements.

3. Sample composition bias: Our respondent pool skews toward early-stage companies
and founders (46.6%), which influences metrics like profitability. The high percentage of
companies reporting no profit (43.7%) reflects this early-stage bias rather than industry-
wide conditions.

4. Revenue category reliability: Data from companies reporting very high self-serve
revenue (over $4M) shows some inconsistencies that may result from different
interpretations of what constitutes "self-serve revenue."

Analysis Approach

We employed several analytical techniques:

Comparative analysis: We compared metrics between different segments (e.g., zero
SSR vs. non-zero SSR companies) to identify significant performance differences.

1.

Correlation analysis: We examined relationships between different capabilities to
identify which factors most strongly predict overall performance.

2.

Progression analysis: We tracked how performance metrics evolve across different
revenue stages to identify critical transitions.

3.

Data quality assessment: We evaluated response consistency, variance patterns,
and potential reporting biases to identify limitations in the dataset.

4.

State of B2B SaaS 2025 Research Methodology 07
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KEY FINDINGS

1. Self-Serve Revenue Is a
Performance Multiplier

2. Free Model Intentionality
Predicts Success

Companies with self-serve revenue consistently outperform their counterparts across all
metrics, with the initial transition from zero to even modest self-serve revenue representing
the most significant performance leap. Companies with self-serve revenue reported:

Importantly, these improvements aren't limited to revenue metrics; they extend to all aspects
of business performance, including strategy, user understanding, and team effectiveness.

Our research revealed several pivotal insights about what drives B2B SaaS performance in 2025:

The intentionality of a company's free offering emerged as one of the strongest predictors of
overall performance. Companies with highly intentional free models (scoring 8+) reported 57%
better free-to-paid conversion rates than those with unintentional approaches (scoring 3 or
below).

This intentionality spans several dimensions:

Clear alignment with the paid offering
Deliberate value limitations that create natural upgrade paths
User segmentation to identify high-potential customers
Friction reduction for key activation actions

higher pricing
optimization scores

25.8%
higher free-to-paid
conversion capabilities

25.9%
better time-to-
value delivery

18.3%
Nearly twice the
profitability rate
(68% vs. 36.4%)

68%



3. Time-to-Value Is a Critical Differentiator

4. Pricing Represents the Largest
Capability Gap

5. Scaling Requires Systematic
Bottleneck Identification

Speed to value delivery shows one of the strongest correlations with overall performance.
Companies in the top quartile for time-to-value delivery (scoring 7+) reported 38% higher
overall performance scores and 62% better conversion rates than those in the bottom quartile.

Pricing received the lowest self-assessed component score (40.5%) across all business
dimensions we measured. This represents a significant opportunity, as companies that
improve pricing capabilities show outsized gains in overall performance.

Companies that consistently identify their primary growth constraint report 41% faster
revenue growth than those that cannot. However, 32.1% of companies acknowledge they
struggle to consistently identify these bottlenecks, causing them to solve the wrong problems
while real limitations persist.

State of B2B SaaS 2025 Key Findings 09



Self-Serve Revenue
Overall
Score

Free-to-Paid
Conversion

Free Model
Intentionality

Profitable
Companies

Zero SSR 48.3% 3.53/10 5.00/10 36.4%

Under $100K SSR 51.9% 4.24/10 5.34/10 49.2%

$100K-$500K SSR 55.3% 4.53/10 5.82/10 56.8%

$500K-$1M SSR 55.8% 5.02/10 5.74/10 65.3%

$1M-$4M SSR 57.1% 4.69/10 4.92/10 71.9%

$4M+ SSR* 55.5% 4.87/10 5.90/10 73.2%

THE SELF-SERVE
REVENUE EFFECT

Performance Progression by
Self-Serve Revenue Stage

The development of self-serve revenue channels represents the single most important transition
for B2B SaaS companies. Our data reveals a clear progression in performance as companies
develop these capabilities.

*Note: Data for companies reporting over $4M in self-serve revenue shows some inconsistencies.

State of B2B SaaS 2025 The Self-Serve Revenue Effect 10



Why Self-Serve Revenue Drives
Performance

The Zero to $500K SSR Transition

The development of self-serve revenue capabilities has several compounding effects:

The most significant performance improvement occurs when companies transition from zero
to their first $500K in self-serve revenue. This represents a 14.5% improvement in overall
performance scores and correlates with improvements across all business dimensions.

This transition typically requires several fundamental changes:

Streamlining the onboarding experience
Creating deliberate conversion paths in the product
Developing frictionless payment processes
Building internal analytics capabilities
Establishing self-serve customer support systems

For most companies, these improvements require significant cross-functional effort but yield
compounding benefits beyond just the initial self-serve revenue.

1. Forces product experience improvements: Creating self-serve channels requires
companies to improve onboarding, simplify user interfaces, and reduce friction—
improvements that benefit all users.

2. Provides better data: Self-serve users generate valuable behavioral data that helps
companies identify friction points, optimize conversion paths, and improve targeting.

3. Enables rapid experimentation: Self-serve channels allow companies to test new
packaging, pricing, and features much more quickly than sales-led approaches.

4. Improves unit economics: Reducing the sales touch required for conversion
dramatically improves contribution margins and enables more efficient scaling.

5. Creates a foundation for hybrid models: Companies with established self-serve
channels can layer sales-assisted approaches on top for larger customers, creating
efficient hybrid motions.

State of B2B SaaS 2025 The Self-Serve Revenue Effect 11
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This challenge manifests in several ways:

Unclear or missing conversion paths in the product
Failure to identify and target high-intent users
Overreliance on sales outreach for conversions
Poor timing of upgrade prompts
Value misalignment between free and paid offerings

Companies that overcome this challenge typically develop systematic approaches for identifying
conversion triggers, optimizing upgrade points, and aligning product value with pricing tiers.

High-performing companies achieve $300K+ revenue per employee by systematically identifying
and eliminating operational inefficiencies while maintaining clear focus on their highest-leverage
growth activities.

CRITICAL GROWTH
BLOCKERS

1. The Monetization Blind Spot

2. The Revenue Efficiency Crisis

Our research identified nine critical challenges that prevent B2B SaaS companies from reaching their
full potential. These growth blockers represent the highest-leverage opportunities for improvement.

This operational inefficiency typically stems from:

Overinvestment in customization for individual customers
Manual processes that could be automated
Misalignment of team structure with growth priorities
Spreading resources too thinly across multiple initiatives
Failure to optimize customer acquisition costs

of SaaS companies score
themselves below 5/10 on free-
to-paid conversion capability
(averaging just 4.11/10).

55.4%

of SaaS companies generate
under $100K revenue per
employee.

68.4%



This gap typically results from:

Unnecessary complexity in product experiences
Overreliance on sales-led motions
Lack of clear expansion pathways within the product
Missing or ineffective product analytics
Resistance to changing established sales processes

Companies that successfully bridge this gap typically start by creating simple, focused self-serve
paths alongside their existing sales processes rather than attempting a complete go-to-market
transformation.

3. The Self-Service Gap

of B2B SaaS companies
report generating zero

self-serve revenue.

36.3%

This challenge typically stems from:

Front-loading configuration requirements
Requiring too much customer data before providing value
Failing to identify and optimize critical first experiences
Misunderstanding what constitutes "value" for different users
Poor onboarding guidance and education

5. The Time-to-Value Delay

of B2B SaaS companies
report generating zero

self-serve revenue.

40.0%

Companies that excel at pricing develop systematic approaches for testing price sensitivity,
measuring value perception, and aligning their pricing structure with natural customer segments.

4. The Strategic Pricing Vacuum

Common pricing challenges include:

Failing to align pricing with customer-perceived value
Using cost-plus or competitor-based pricing approaches
Overly complex pricing structures
Inconsistent discounting practices
Poor packaging of features across tiers

Pricing received the lowest
self-assessed component
score (40.5%) across all
business dimensions.

40.5%

State of B2B SaaS 2025 Critical Growth Blockers 13
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High-performing companies obsessively measure and optimize time-to-value, treating it as one
of their most important product metrics and systematically removing friction from initial
experiences.

Common free model challenges include:

Offering too much or too little in the free tier
Missing natural upgrade triggers
Poor conversion path visibility
Failure to segment and target high-potential free users
Treating the free offering as separate from the core product

7. The Free Model Misalignment

of companies rate their
free models as
unintentional.

35.4%

Companies that overcome this challenge develop clear, outcome-focused positioning that directly
connects to their unique capabilities and resonates with specific customer segments.

Companies with intentional free models deliberately design them as the beginning of the customer
journey rather than a standalone offering, with clear pathways to paid conversion built into the
experience.

6. The Differentiation Deficit

This challenge manifests as:

Generic messaging that could apply to any competitor
Feature-focused rather than outcome-focused positioning
Failure to articulate unique capabilities or approaches
Inconsistent positioning across customer touchpoints
Poor alignment between marketing claims and product
reality

of companies struggle to
position themselves as
the obvious choice in
their market.

40.2%



This blindness manifests as:

Simultaneously pursuing too many initiatives
Solving symptoms rather than root causes
Misattributing growth limitations
Making decisions based on anecdotes rather than data
Failing to develop consistent analytical frameworks

9. Bottleneck Blindness

of companies report they
cannot consistently identify

their #1 growth constraint.

32.1%

High-performing companies develop clear connections between activities and results, with
consistent outcome-based metrics that cascade from business objectives to team and individual
goals.

Companies that excel at bottleneck identification develop systematic approaches for diagnosing
constraints, prioritizing actions, and measuring results.

8. The Activity-Results Disconnect

This disconnect typically stems from:

Focusing on output metrics rather than outcome metrics
Poor alignment between activities and strategic priorities
Launching features without clear success criteria
Failing to connect team activities to business results
Rewarding effort rather than impact

of companies believe
they cannot effectively
translate business
execution into growth.

41.0%
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Our research revealed distinct performance patterns at different growth stages, with companies
facing evolution of challenges as they scale. The most successful companies adapt their focus and
capabilities accordingly.

PERFORMANCE
PATTERNS BY
GROWTH STAGE

State of B2B SaaS 2025 Performance Patterns by Growth Stage 16

Pre-Self-Serve Revenue Stage

At this stage, companies typically have
decent understanding of their users but
struggle to translate this understanding into
effective product experiences that can drive
self-serve conversion. Their teams often have
the necessary capabilities but lack the
processes and tools to execute effectively.

Key Performance Indicators:

User understanding (62.9%),
team capabilities (56.9%)

Free-to-paid conversion (3.53/10), 
pricing optimization (34.8%)

Product experience simplification, 
initial self-serve path development

High Strengths

Biggest Gaps

Critical Focus Areas

Companies with zero self-serve revenue show
distinct challenges:

Time-to-first-
value

Product satisfaction
metrics

User activation
rate

Sales-assisted
conversion rate
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Early Self-Serve Revenue Stage ($100K-$500K)

Scaling Self-Serve Stage ($500K-$4M)

These companies have established initial
self-serve paths but often struggle to
optimize pricing and leverage data
effectively. They typically see improved
profitability but face new challenges in
scaling their self-serve approaches.

Key Performance Indicators:

User understanding (63.9%),
free model intentionality (5.82/10)

Pricing optimization (42.1%), 
data capabilities (49.8%)

Conversion path optimization, 
pricing model refinement

High Strengths

Biggest Gaps

Critical Focus Areas

Companies at this stage typically show significant
improvements in several areas:

Time-to-value delivery (5.42/10), 
execution-to-growth translation (5.36/10)

Team scaling (58.2%), 
process optimization (55.9%)

Process systematization, 
team structure optimization

High Strengths

Biggest Gaps

Critical Focus Areas

Companies at this stage demonstrate more
balanced capabilities:

Self-serve
conversion rate

Revenue per
visitor/user

Free-to-paid
upgrade rate

Customer
acquisition cost

Customer
acquisition cost

These companies have established
effective self-serve motions but face
challenges in systematizing processes and
scaling their teams efficiently. They
typically see improved unit economics but
struggle with organizational scaling.

Key Performance Indicators:

Revenue per
employee

Expansion revenue
percentage

Customer
lifetime value
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Advanced Self-Serve Stage ($4M+)
These companies have typically developed
relatively balanced capabilities across
most dimensions, with few obvious
weaknesses. Their primary challenge
becomes maintaining consistent
performance as they continue to scale,
particularly in maintaining product quality
and customer experience.

Free model intentionality (5.90/10),
differentiation (5.68/10)

Consistent performance across business
dimensions

Balanced optimization across all business
dimensions

High Strengths

Biggest Gaps

Critical Focus Areas

Companies at this stage show more varied
patterns, but generally:

Key Performance Indicators:

Net revenue
retention

Customer
satisfaction metrics

Market share
growth

Employee
productivity metrics



Based on our findings, we've developed specific recommendations for companies at different
growth stages. These recommendations focus on the highest-leverage opportunities identified in
our research.

STRATEGIC
RECOMMENDATIONS

For Companies with Zero Self-Serve Revenue

1

2

3

Create Your First Self-Serve Path

Develop an Intentional Free Model

Optimize Time-to-Value

Identify your simplest use case with the clearest value proposition

Design a streamlined onboarding experience focused on fast time-to-value

Implement frictionless payment options with appropriate starter pricing

Start with a limited scope rather than trying to enable all features

Design your free tier to showcase core value while creating natural upgrade needs

Implement clear upgrade triggers based on usage patterns or value milestones

Build visibility into upgrade benefits directly within the free experience

Focus on activation metrics before focusing on conversion metrics

Map and measure your current time-to-first-value

Eliminate or defer unnecessary setup and configuration steps

Provide pre-populated examples and templates where possible

Develop guided onboarding experiences for key user types

State of B2B SaaS 2025 Strategic Recommendations 19



1

2

3

Optimize Your Pricing Model

Build Data Capabilities

Systematize Conversion Paths

Test different pricing structures to identify optimal price points

Develop tiered offerings aligned with distinct customer segments

Implement customer-friendly trials and expansion paths

Create clear differentiation between tier capabilities

Implement event tracking across the entire user journey

Develop dashboards for key conversion and engagement metrics

Start building predictive models for conversion likelihood

Establish experimentation capabilities for continuous optimization

Implement behavior-based upgrade triggers

Develop personalized conversion messaging based on usage patterns

Create seamless upgrade experiences without registration barriers

Establish regular testing cadence for conversion elements

For Companies with Early Self-Serve Revenue
($100K-$500K)

1 Systematize Growth Processes
Develop formalized frameworks for identifying growth bottlenecks

Establish cross-functional growth teams with clear metrics

Implement regular review processes for key performance indicators

Create playbooks for repeatable growth activities

For Companies with Scaling Self-Serve
Revenue ($500K-$4M)
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1

2

3

2

3

Maintain Experience Quality at Scale

Develop Multi-Channel Strategy

Optimize for Retention and Expansion

Optimize Team Structure

Balance Acquisition and Expansion

Implement robust quality metrics across the customer journey

Develop proactive monitoring for experience degradation

Create specialized teams focused on experience optimization

Build customer feedback loops into all product development processes

Create seamless handoffs between self-serve and sales-assisted motions

Develop complementary pricing and packaging for different channels

Implement account scoring to route prospects to appropriate channels

Build unified analytics across all customer acquisition channels

Develop sophisticated health scoring models

Implement predictive churn identification

Create personalized expansion recommendations based on usage patterns

Build automated expansion paths for common growth scenarios

Align team organization with customer journey phases

Develop clear ownership boundaries for cross-functional responsibilities

Implement metrics cascades that connect individual work to business outcomes

Create specialized roles focused on optimization rather than just feature delivery

Develop distinct strategies for net-new acquisition vs. expansion revenue

Implement account expansion triggers based on usage patterns

Create seamless cross-sell and upsell paths within the product

Optimize unit economics separately for acquisition and expansion motions

For Companies with Advanced Self-Serve
Revenue ($4M+)
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Objectives

Objectives

Phase 1

Phase 2

Key Activities:

Complete a comprehensive assessment of current capabilities1.
Identify the largest gaps relative to companies at similar stages2.
Evaluate the potential impact and implementation difficulty of improvement
opportunities

3.

Select 2-3 focus areas for immediate action4.

IMPLEMENTATION
FRAMEWORK

Implementing the recommendations in this report requires a structured approach. We've
developed a four-phase framework based on the patterns observed in high-performing companies.

Identify your company's current
stage and capabilities

Develop the fundamental
capabilities needed for improvement

Completion of capability assessment

Implementation of basic analytics
infrastructure

Determine the highest-leverage
improvement opportunities

Create basic measurement systems
for key metrics

Prioritized list of improvement
opportunities

Creation of dashboards for key metrics

Develop clear success metrics for
improvement initiatives

Establish cross-functional alignment
on priorities

Clear definition of success for each
initiative

Formation of cross-functional teams

Baseline measurements for key metrics

Establishment of regular review
processes

Success Metrics

Success Metrics

Assessment and Prioritization

Foundation Building
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Key Activities:

Implement basic analytics for user behavior tracking1.
Develop initial dashboards for key performance indicators2.
Create cross-functional teams for each priority area3.
Establish regular review cadences for progress tracking4.

Key Activities:

Implement specific changes in each priority area1.
Develop A/B testing capabilities for key conversion points2.
Create measurement systems for impact tracking3.
Establish regular retrospectives for process improvement4.

Objectives

Objectives

Phase 3

Phase 4

Implement specific improvements in
priority areas

Systematize successful approaches

Implementation of specific
improvements

Creation of documented playbooks

Develop testing frameworks for
continuous optimization

Develop playbooks for repeatable
processes

Creation of testing frameworks

Training completion for relevant teams

Create feedback loops for rapid
learning

Embed continuous improvement
into regular operations

Measurable improvements in key metrics

Implementation of automated
monitoring

Established feedback and learning
processes

Integration of improvement processes
into regular operations

Success Metrics

Success Metrics

Systematic Improvement

Scaling and Optimization
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Key Activities:

Document successful approaches as playbooks1.
Train teams on optimized processes2.
Implement automated monitoring for key metrics3.
Integrate improvement processes into regular operations4.

TAKING THE
NEXT STEP

How We Can Help You Scale Your
Product-Led GTM Motion

Implementing the strategies in this report requires both knowledge and execution. While the
insights provided here create a solid foundation, many companies benefit from additional
support during implementation.

Read The Product-Led Playbook
Get our exact system for scaling your product-led GTM from 0 to 8 figures and beyond.
This comprehensive guide expands on the frameworks introduced in this report with
detailed implementation instructions.

1

Join ProductLed Academy
Work alongside 115 founders and GTM leaders implementing the ProductLed System. I
personally lead weekly coaching sessions and can help you tackle your biggest PLG
challenges. The Academy provides accountability, community, and direct access to
expertise.

2

Hire My Team To Implement PLG For You
My team can help you build and scale up your product-led GTM motion. We'll guarantee
you grow or give your money back. This hands-on approach is ideal for companies that
want to accelerate their transformation.

3

https://productled.com/playbook?utm_source=state-of-b2b-saas-2025&utm_medium=pdf&utm_campaign=state-of-b2b-saas-report
https://productled.com/academy?utm_source=state-of-b2b-saas-2025&utm_medium=pdf&utm_campaign=state-of-b2b-saas-report
https://productled.com/implementation?utm_source=state-of-b2b-saas-2025&utm_medium=pdf&utm_campaign=state-of-b2b-saas-report


Capability
Correlation with Overall

Performance

Free model intentionality 0.73

Time-to-value delivery 0.69

Bottleneck awareness 0.65

Free-to-paid conversion 0.64

Execution-to-growth translation 0.62

Market differentiation 0.58

User understanding 0.52

Pricing optimization 0.51

Team capabilities 0.48

APPENDIX: DATA
ANALYSIS DETAILS

We conducted extensive correlation analysis to identify which capabilities most strongly predict
overall performance. The table below shows the correlation coefficients between various
capabilities and overall performance scores:

This analysis shows that free model intentionality and time-to-value delivery have the strongest
relationships with overall performance, followed closely by bottleneck awareness and free-to-paid
conversion capabilities.

Correlation Analysis
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Capability
Zero SSR

Performance
Non-Zero SSR
Performance

Gap

Free-to-paid conversion 3.53/10 4.44/10 25.9%

Pricing optimization 34.84% 43.83% 25.8%

Execution-to-growth translation 4.36/10 5.20/10 19.0%

Data capabilities 43.14% 51.35% 19.0%

Time-to-value delivery 4.72/10 5.58/10 18.3%

Experience optimization 47.04% 55.22% 17.4%

Market differentiation 4.46/10 5.17/10 15.9%

Strategy development 44.09% 51.02% 15.7%

Offer effectiveness 5.06/10 5.59/10 10.5%

Free model intentionality 5.00/10 5.51/10 10.2%

We also analyzed the performance gaps between companies with zero self-serve revenue and
those with non-zero self-serve revenue across various capabilities:

This analysis shows that the largest gaps between zero and non-zero SSR companies are in free-to-
paid conversion, pricing optimization, and execution-to-growth translation.

Performance Gap Analysis
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63.6%

6.8%

12.8% 13.9%

8.5% 11.1% 10.2%

29.6%

47.8%

38.9% 29.8%

22.2% 20.4%

39.4%

47.2%

61.7%
66.7%

69.4%

Zero SSR

No Profit Profitable Unsure

Under $100K SSR $100K-$500K SSR $500K-$1M SSR $1M-$4M SSR $4M+ SSR

VP/Director Manager Individual ContributorOwner/Founder Executive/C-Level

We analyzed the relationship between self-serve revenue and profitability:

We analyzed the relationship between self-serve revenue and profitability:

This analysis shows a clear relationship between increasing self-serve revenue and higher
profitability rates, with the percentage of profitable companies more than doubling as companies
move from zero to advanced self-serve revenue.

This analysis shows a clear shift in respondent profiles as companies grow, with owner/founder
representation decreasing and management roles increasing at higher revenue stages.

Profitability Analysis

Role Distribution Analysis

Zero SSR

56.8%

11.7%

8.0%

13.0%

9.3%

Under $100K

48.9%

6.7%

11.1%

18.9%

12.8%

$100K-$500K

43.1%

8.3%

13.9%

19.4%

13.9%

$500K+

32.5%

9.6%

18.1%

22.9%

16.9%



ABOUT THIS REPORT
This report was developed based on comprehensive assessment data collected from 446 validated
B2B SaaS companies between October 2024 and March 2025. The research methodology included
detailed statistical analysis, performance comparison across different company segments, and
identification of key success factors.
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