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Algolia : 
A European case 
study in 
hypergrowth
How do you build a sustainable growth 
engine that can break through the €10m, 
€30m, and then €100m ARR milestones 
without imploding? That’s the question on the 
minds of many founders, CROs, CPOs, and 
CFOs of software companies in expansion 
mode.

There are few European examples that can 
credibly, concretely, and above all, honestly, 
answer this question. Algolia is one of them.

Founded in 2012 by two Exalead alumni, 
Nicolas Dessaigne and Julien Lemoine, Algolia 
set itself a simple but radical goal: offer a fast, 
easy-to-integrate search engine via API, 
accessible to developers around the world. At 
the time, this seemed almost utopian: the 
norm was complex, on-premise search engines 
reserved for backend experts. But from day 
one, the founding duo adopted a product 
design inspired by Twilio: API-first, 
self-service, developer-centric - an approach 
that changed everything.

It was in this context that Gaëtan Gachet joined 
the adventure at the end of 2013. Fresh from 
Business France in San Francisco, where he had 
been supporting French startups in their US 
expansion, he became the team’s first non-tech 
employee. No sales pipeline. No tools. No 
recurring revenue beyond POCs. Just $4,000 in 
MRR, a handful of clients, and one certainty: 
the product was good, but everything else 
remained to be built.

Former CSO of Algolia and employee #5
Gaëtan Gachet

But above all, he methodically 
documents the levers that enabled 
Algolia to hit each critical milestone of 
hypergrowth.

Over the next decade, Gaëtan would play a key 
role in Algolia’s transformation. He built the 
Sales, Customer Success, Ops, and Partner 
teams. He structured the go-to-market. He 
made the US the primary market. He hired, 
trained, scaled, fired, pivoted. And he learned, 
sometimes the hard way, what 100% annual 
growth over five consecutive years truly 
entails.

During a previous edition of SaaStock Paris, 
Gaëtan Gachet gave a detailed account of those 
ten years of scaling. His testimony—
summarized and expanded upon in this white 
paper—is far from polished storytelling. He 
owns the mistakes, the missed opportunities, 
the ignored signals. 

100%
growth per year 
over 5 years

https://www.3ds.com/products/netvibes/exalead-v6
https://www.algolia.com/fr/about/news/meet-nicolas-dessaigne-ceo-of-algolia
https://www.fincome.co/fr/saasstock/saastock-paris---from-0-to-eu100-million-in-revenue-the-success-of-algolia
https://www.algolia.com/fr
https://www.fincome.co/blog/cmrr-vs-mrr-essential-metrics-subscription-business
https://www.linkedin.com/in/gaetangachet/?originalSubdomain=fr
https://www.twilio.com/en-us
https://www.linkedin.com/in/julienlemoine?originalSubdomain=fr


What happened between those numbers? A series of product, marketing, sales, and cultural 
decisions - not miracles, but the result of patient craftsmanship grounded in one core belief: when 
perfectly executed, user experience can become your most powerful distribution channel.

This document is for all B2B or B2B-2C SaaS leadership teams - from Seed to Series C - looking for 
concrete answers to the following questions:

Each chapter follows a simple format: a strategic challenge, a real-life response, practical tools, 
and recommended actions. Nothing theoretical or abstract, everything is adaptable to your own 
organization.

How do you prove Go-to-Market Fit 
without a marketing team?

When is the right time to hire a 
Customer Success Manager?

When and how should you structure a 
Partner team?

What are the warning signs that your 
growth curve is about to slow down?

Can you build a technical community… 
without doing any marketing?

Should you aim for the US before 
dominating your domestic market?

What pricing strategy should you adopt, 
and how do you evolve it without losing 
customer trust?

What tools, scripts, and frameworks help 
manage all of this?



Because Algolia grew fast… without sacrificing 
its independence. In ten years, it became one 
of the rare European unicorns to reach 
€100m in ARR without raising billions, diluting 
its culture, or burning out its teams in the 
process.

Because it achieved that with a simple 
product, discreet but effective marketing, a 
deep commitment to listening to its 
customers, and rigorous execution—qualities 
that are rare and widely admired.

€100m
d'ARR

Take inspiration from Algolia

Because it went through exactly what you’re 
going through today: the first sales, the first 
failures, the early stages of scaling, 
organizational complexity, pricing doubts, and 
questions around expansion.

And because Gaëtan Gachet’s experience is a 
goldmine to help you avoid classic mistakes, 
make the right decisions at the right time, and 
steer your growth with clarity.

https://www.fincome.co/blog/grow-arr-saas-startups-success
https://www.fincome.co/blog/grow-arr-saas-startups-success
https://www.fincome.co/blog/customer-led-vs-product-led-growth-saas
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Validating your GTM fit before 
scaling
Before selling, you have to prove. Before 
closing, you have to understand. Before scaling, 
you have to explore. That’s the mindset Gaëtan 
Gachet’s experience illustrates: without jargon, 
myths, or shortcuts.

Unlike SaaS companies that pile up promises 
before even validating their model, Algolia took 
a rarer but safer path: proving the product 
delivered on its promise without needing a 
sales team to do so.

Designing a self-serve product before 
even thinking about selling

"The day a junior developer can 
ship your API without calling you, 
you’ve just gained… hundreds of 
salespeople."
— Gaëtan Gachet

From the very beginning, Algolia’s founders 
were inspired by an emerging model at the time, 
embodied by Twilio: a US-based platform that 
allows developers to integrate telephony, SMS, 
or email directly via API.

The approach is radically developer-focused:
• API-first: every interaction with the engine 

happens through a REST API, with instant 
onboarding.

• Self-service dashboard: no training, no demo, 
no sales contact required to start using the 
solution.

• Extensive documentation and 
multi-language SDKs: every developer, 
regardless of their stack (JavaScript, PHP, 
Python, Ruby, Go…), can test the product in 
their native language.

This approach is not a stance, it has real 
business impact. It drives three immediate and 
concrete effects:

01. Onboarding < 5 minutes
A simple signup, an API key, a 
preloaded test index, and a working 
search bar: instant proof of value. 
That first query returning results in 
50 milliseconds; no friction, no sales, 
no manual onboarding.

02. Controlled freemium
The free plan, limited to 10,000 
objects and 100,000 queries/month, 
allows users to test performance 
without eroding value. It’s designed 
to generate a quick success spike 
(e.g., a Product Hunt spike), then 
force a paid upgrade as usage 
increases.

03. Developer network effect
A happy developer becomes an 
ambassador. A CTO who discovers 
the tool at a hackathon integrates it 
into their MVP. A lead tech who 
spends a day fine-tuning fast search 
makes it a non-negotiable criterion 
in their next project.



To push your SaaS forward, there are three concrete levers to activate:

Accelerate
Time-to-Value

Measure the actual time
between sign-up and the 
first perceived benefit for 
the user (time saved, 
problem solved, successful 
action).

Work to shorten this delay 
quarter after quarter.

The shorter the time-to-
value, the faster users 
activate and the more 
likely they are to stick.

Pick one manual step or 
product friction per quarter 
and eliminate it.

Remove one friction 
per quarter

Add mock data to avoid 
empty states or make the 
onboarding more 
progressive.

Inject a ready-to-use code 
snippet.

Add an interactive video.

Each simplification 
makes your funnel faster 
and smoother.

Carefully design the sense 
of speed in your interface.

If your API responds in 800 
ms, no one will believe your
"real-time" claim. But at 50 
ms, you create a "wow" effect 
that feels fluid and that can 
be enough to sell your 
product. Performance is a real 
conversion lever.

Monitor
perceived latency

A slow UX breaks trust.

PLG as an engine for organic inbound

When launching a SaaS, most teams default to 
one of two strategies: producing content to 
generate traffic, or manually prospecting 
targets to kick things off. From day one, Algolia 
chose to make the product its own acquisition 
channel without content marketing, ad spend, 
or initial salespeople.

This approach, known as Product-Led Growth 
(PLG), is based on a strong assumption: a 
well-designed product, used in the right 
context, becomes naturally viral within the right 
audiences. But it still needs exposure.

As Gaëtan explains, Algolia didn’t try to get 
attention. It tried to be useful where its users 
already were; for instance, integrating its 
search engine into Product Hunt for free, in 

exchange for a logo in the search bar.

The effect was immediate. Every day, 
thousands of developers looking for tools 
discovered Algolia through resolved friction. 
Like Stripe for payments or Segment for data, 
Algolia became embedded in usage via the 
now-familiar label “Powered by Algolia” - 
without intrusive marketing.

In parallel, the team launched DocSearch, an 
open-source project allowing documentation 
maintainers (frameworks, APIs, open-source 
tools) to add a powerful search engine in a few 
clicks. For users, it’s seamless. For Algolia, it’s a 
massive exposure lever.

What could have been just a disguised 
marketing effort became a true act of 
community service:

How do you prove Go-to-Market Fit without a marketing team? 6

https://www.fincome.co/blog/attracting-audience-saas-product-strategies
https://docsearch.algolia.com/


famously calls “do things that don’t scale”: 
manual, artisanal efforts often overlooked, but 
crucial when searching for Go-to-Market Fit.

Every inbound call was a learning opportunity. 
Gaëtan took them all, no exceptions. Whether 
the lead came from a financial media outlet like 
Dow Jones, a cultural platform like Genius, or a 
SaaS company, it didn’t matter. What mattered 
were answers to three fundamental questions:

How do you prove Go-to-Market Fit without a marketing team? 7

"Every time a dev clicked in the 
React docs, we saved them 4 
seconds of search. That silent 
gratitude became our best SDR."

And that’s the beauty of the model: at no point 
does Algolia push its product. It deploys it in 
context, in service of real use cases, relying on 
a simple truth: developers talk to each other, 
and share what works.

The result: 80% of new accounts come 
organically, without campaigns, nurturing, or 
outbound. A decisive advantage when cash is 
limited, and with a customer acquisition cost 
close to zero.

For technical SaaS products (APIs, 
infrastructure, DevOps tools), PLG is a strategic 
opportunity. But for it to work, you have to give 
before asking, expose without imposing, and 
create a product that educates by delivering 
value from the very first interaction.

'Things that don’t scale': 300 customer 
interviews in 12 months

In 2014, Gaëtan Gachet wasn’t trying to sell. He 
was trying to understand who was buying 
Algolia, and why. Alone on the go-to-market 
front, he answered every inbound call, not to 
close, but to learn.

The goal: decode early weak signals, lay the 
foundation for a future sales narrative, and 
determine whether usage patterns were 
recurring. This is the groundwork Paul Graham 

80%
of new accounts come 
organically

What are they trying to solve by 
replacing (or bypassing) a traditional 
search engine? Why migrate from 
Elasticsearch, Lucene, or a 
homegrown solution?

02. How do they measure   
     success?

The KPIs mentioned vary: response 
time, click-through rate, conversion 
rate, page views, UX "wow effect"… 
These signals are invaluable for 
anticipating future customers’ 
decision criteria.

03. What have they tried   
     before, and why did it fail?

Many came from on-prem 
Elasticsearch, struggling with high 
operational costs, scaling 
complexity, or a lack of product 
flexibility.

01. Why are they coming?



These conversations fed into an analysis 
matrix, cross-referencing industry, traffic, tech 
stack, and success KPIs. Some verticals clearly 
stood out - especially consumer e-commerce 
once monthly page views exceeded 10 million. 

These customers shared similar priorities: 
perceived speed, stability, customizable 
search, and easy front-end integration.

How do you prove Go-to-Market Fit without a marketing team? 8

"I spent my life on calls. Even with 
random clients. Just to 
understand." Gaëtan recalls.

This artisanal, non-scalable groundwork 
enabled the creation of a coherent sales pitch, 
aligned with real perceived value. It was 
manual, long, sometimes discouraging, but 
fundamentally structuring. Every conversation 
contributed to an internal reference base, 
tested pitches, calibrated vocabulary, and 
helped identify the most responsive personas. 
Gaëtan adapted his messaging, shaped typical 
use cases, and began identifying purchase 
triggers.

By the end of the first post–Y Combinator year, 
the takeaway was clear: certain customer 
profiles came back frequently enough to justify 
a move toward standardization. The offer was 
ready to be formalized. That’s when Algolia 
decided to build a real sales team, hiring its 
first two account executives.

https://www.fincome.co/blog/kpi-saas-calculation


How can you sequence 
Sales/Customer Success/Partners 

to scale the Revenue team 
without imploding?
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Building a strong and scalable 
revenue team
Growing from €1m to €100m in ARR doesn’t 
just rely on having a good product or 
acquisition channel. It relies on a Revenue team 
that can keep pace without breaking. Algolia 
learned that the hard way. Speed, quality of 
execution, and progressive structuring are the 
three conditions that allow a Revenue team to 
sustain over time.

Your first sales hire isn’t there to close, but 
to listen

"I didn’t sell anything for six 
months."
— Gaëtan Gachet

In most SaaS companies, sales are expected to 
close. At Algolia, the very first sales hire didn’t 
close, he listened. Gaëtan spent his first 
months answering inbound leads, not to 
generate revenue, but to learn. His role was 
exploratory. Every call was a product test, every 
objection a clue for improvement, every 
rejection a qualification filter.

This counterintuitive position, rarely 
documented in standard playbooks, yielded 
immense ROI (each demo became a mini UX 
workshop, each objection enriched the FAQ 
and documentation, each no-deal clarified the 
target). He acted as a Go-to-Market Fit sensor, 
not a traditional salesperson.

Tangible outcomes of this approach:

• Objections turned into tickets: some fed 
directly into the product roadmap or 
documentation.

• Customer profiles were mapped into a matrix 

(traffic, stack, industry, KPIs) to refine ICP 
criteria.

• Failed pitches revealed ineffective wording, 
useless comparisons, and blind spots in the 
messaging.

Tip #1: compensate your first sales 
hire like a PM 

1. Set learning goals

2. Index performance more on insights 
than on revenue

3. Measure usage patterns and emerging 
ICP profiles

This learning phase is what will later enable you 
to scale a Sales team with a clear pitch, a 
coherent offer, and a Go-to-Market machine 
that doesn’t rely on guesswork.

Customer success: growth (and 
reputation) multiplier

Like many growing SaaS companies, Algolia 
delayed hiring a Customer Success team.

"Our first CS hire came at $15m ARR. Way too 
late.", Gaëtan explains.

Convinced they had low churn, the team 
assumed onboarding would “handle itself.” That 
worked, until the first renewals came due… and 
didn’t. The revenue loss became so massive it 
matched a sales rep’s monthly quota.

https://www.fincome.co/blog/churn-analysis-key-steps-to-reduce-customer-attrition
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The team responded immediately: revenue, it will be biased toward short-term 
thinking. Making it autonomous brings the 
customer’s voice into strategic decisions.

Firing yourself
• A “white-glove” onboarding was 

systematized: 30-day checklist, 
implementation audit, performance 
workshop

• QBRs were usage-led: the CSM came 
with usage curves and A/B tests 
showing clear value (e.g., 60ms latency 
= +5% CVR)

• The organization was restructured: 
Customer Success was removed from 
the CRO’s scope and placed under a 
dedicated Chief Customer Officer, a full 
member of the executive team

This last point is critical. As long as CS reports to 

Gaëtan shares one of his mistakes: "I 
was doing SalesOps until $16m ARR. 
I was still managing the CRM. It was 
ridiculous."

This is a well-known founder syndrome: they wait 
too long to delegate. At Algolia, Gaëtan remained 
in operator mode for too long. SalesOps, CRM, 
reporting, forecasting - he held onto everything 
until burnout hit.

The turning point came when he calculated his 
own opportunity cost: every hour spent on 
SalesOps was one less hour building the next 
growth curves (S-Curves).
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A new rule was set: 

An internal Asana board tracked “Free Gaëtan 
Hours,” where each hour freed up by delegation 
was reinvested into the next S-Curves:

• Developing a new segment (e.g., B2B 
e-commerce)

• Structuring a new sales play

• Rethinking pricing or org design

“If you master a task, 
document it and 
delegate it.”

Takeaway :

In hypergrowth, your role must evolve every 
12 to 18 months. At each stage, a founder 
has to mutate: from product builder to GTM 
builder to org builder. If they stay too long in 
one hat, they become a bottleneck. That’s 
exactly what happened: Gaëtan transitioned 
from Sales Ops to CRO, then to CSO. And it’s 
in this expanded role that he identified an 
unexpected growth lever: integrators.

Systems integrators: Win rate × 3

Technical integrators played a key role in Algolia’s 
expansion, especially in complex deals or strategic 
accounts. Yet this channel wasn’t a priority in the 
beginning. It was only after seeing the same 
names (Accenture Digital, SQLI, Wunderman 
Thompson…) appear across multiple projects that 
the Alliances team reached out.

A Partner playbook was rolled out in three stages:

1. Enable: certification trainings, sandbox access, 
dedicated support

2. Co-sell: shared opportunities, pairing AEs with 
Partner Leads

Phase 1 — Identify natural partners

Analyze your last 10 large deployments—do any 
agencies or consultancies keep popping up? 
Those are your “organic champions.”

3. Co-market: joint webinars, customer stories, 
co-branded content

The Partner program led to win rates above 40%, 
compared to 15% in traditional outbound. It 
became a valuable channel, requiring little 
marketing spend once activated.

The model proved highly effective:

• Leads were more qualified

• Sales cycles were shorter

• Deal sizes were larger

• Integration was smoother

To structure this channel without spending six 
months on it, Algolia followed a simple, repeatable 
sequence:

Phase 2 — Activate with low friction

Launch a starter kit: sandbox, quick training (1 
hour), shared Slack channel. The goal is to help a 
partner close a deal within 30 days.

Phase 3 — Co-sell & Co-market

Align your AEs with partner leads. Co-create one 
or two customer stories. Only after seeing results 
should you build a full program (certifications, 
MDF, etc.).



What are the warning signs 
that your growth curve is 

about to slow down?
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Maintaining hypergrowth: 
thinking in S-curves
Hypergrowth is never linear. As the product 
spreads, early adopters get signed, and the 
organization becomes more complex, growth 
curves slow down. The mistake is being 
surprised when it happens.

Gaëtan Gachet experienced this firsthand at 
Algolia: even with a strong product, a solid 
inbound funnel, and an operational team in 
place, the machine naturally decelerates. Not 
because of a lack of effort, but because every 
acquisition engine has a shelf life. The 
challenge is no longer about accelerating a 
single curve, but knowing when to start a new 
one.

Growth endurance: the 85% wall

"We went from 100% to 85% 
growth. And we saw it too late.", 
Gaëtan mentions.

A key concept emerges in the 
post–Product-Market Fit phase: growth 
endurance, or the ability of an organization to 
sustain high growth year after year.

The formula is simple:

Below that threshold, a slowdown is already 
underway, even if the raw numbers still look 
good.

At Algolia, this slowdown didn’t come from a 
product failure or a bad quarter. It came simply 
from the fact that initial inbound (very 
effective thanks to PLG and tech communities) 
naturally hit a plateau. Traffic stagnated, 
signups slowed, and deals became more 
complex.

An endurance score above 0.8 is generally a 
sign that growth remains strong and 
sustainable. For example, if growth in quarter N 
is 12% (0.12) and growth in quarter N−1 was 
15% (0.15), then:

That slip may seem minor, but in a fast-scaling 
company, losing 10 to 15 points of growth 
creates massive strain: stressed forecasts, 
pressure on pricing, hiring mismatches, and lack 
of tooling on secondary channels. 

Stacking new curves before the previous 
one stalls

To counter this natural erosion, Algolia adopted 
a simple and visual method: thinking in stacked 
S-curves.

Each S-curve represents a growth source: a 
product, a segment, a channel, a sales play. 
Each one starts, rises, and eventually plateaus. 
The key is to chain these curves together 
without leaving a gap between the end of one 
and the beginning of another.

"Every year, our targets were top-down. We’d 
say: next year, we grow +100%. Then one day, 
it drops to +85% and we don’t understand 
why."
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At Algolia, each quarter, an S-curve roadmap is 
prepared. It lists the hypotheses to test - segment, 
product, channel - in the form of simple, testable, 
90-day initiatives. Each initiative includes:

• A business hypothesis (e.g., “B2B e-commerce 
shares our front-end KPIs”),

• An MVP deliverable in ≤ 3 months,

• A clear Go/No-Go KPI.

According to Gaëtan, “An 
S-curve is like a campfire. 
If you wait for the first log 
to burn out before adding 
another, you lose the 
flame.”

A cross-functional team (Sales, PM, CSM, Marketing) is assigned to each track. If they fail, there’s no 
blame, only a written post-mortem, shared during internal Learning Days.

The goal: kill fast, learn fast, iterate better. Each new S-curve is treated like a mini-startup, with its own 
team, target, and budget. This model allows Algolia to maintain its speed without burning out its existing 
teams.

Type Hypothesis MVP ≤ 3 mois KPI Go/No-Go

New segment
B2B e-commerce shares 80% of 
front-end KPIs 

3 pilot accounts 
signed 

≥ $30k ARR/account

New product
Recommend engine monetizes 
+30% of queries

PoC with 2 retailers NRR > 140 %

New canal Outbound scoring + 2× incentive
3 dedicated BDRs, 
playbook

Win Rate ≥ 25 %



What tools, scripts, and 
frameworks help 

manage all of this?
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Industrialize what works
In the early stages of growth, everything is 
handcrafted. You move forward by learning, 
adjusting, improvising. But past a certain point, 
it becomes essential to industrialize what 
works, without losing the flexibility of 
experimentation. 
At Algolia, this transition rests on two pillars: a 
clear playbook and a culture of intense testing 
inherited from Y Combinator.

Playbook ‘Pioneer → Pattern → Process → 
Production’

Gaëtan explains that as soon as a new play 
worked, he systematized the scaling steps. 
Every commercial initiative that worked 
(segment, sales play, channel) followed a 
four-phase logic, which became an internal 
grammar at Algolia:

This model makes it possible to turn an initial bet into a predictable engine. The playbook is not a 
static document, it’s a scalability pipeline. Every new S-Curve follows this sequence, from field 
intuition to repeatable machine.

Ship-Test-Kill culture

From day one at Y Combinator, the Algolia team adopted a key reflex: every week must have a 
measurable impact on the key metric. Not in six months. Not after a validation cycle. Now. Gaëtan 
explains:  "YC taught us one thing: +10% per week, or you're dead."

This mindset pushes the team to test fast, hard, often. But above all, to kill quickly what doesn’t work.

https://www.ycombinator.com/blog?query=ebitda
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Rather than abandoning outbound 
altogether, they changed their approach:

• Finer segmentation (traffic, ICP, tech 
stack),

• Account scoring before outreach,

• Double incentives for BDRs on the first 
deals.

Result: the second iteration worked, Win 
Rate improved, and outbound became a 
viable channel. That’s a success.

Foundational example: 
the first outbound “carpet bombing” 
campaign - 26 touchpoints on unscored 
accounts - failed. No engagement, no 
meetings, no conversions. The team 
stopped everything after 30 days.

Gaëtan insists: failure isn’t the problem. The 
problem is continuing a dead initiative. Ship 
fast. Test hard. Kill cleanly.



Should you aim for the 
US before dominating 

your domestic market?
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International "Born Global"
When should a domestic startup start 
thinking internationally? And more 
importantly: in what order, with what 
priorities?

For Algolia, the answer was clear from day 
one: going international isn’t optional, it’s a 
condition for scalability. Rather than 
waiting for uncertain local dominance, the 
team chose to establish itself early in the 
most demanding market, the US, to 
maximize leverage.

Why the US before France?

From the very beginning, Algolia decided to 
target the US market before even 
consolidating its position in France. A risky 
move, but a strategic one.

The reasoning is simple: a US logo builds 
credibility everywhere. A reference like Best 
Buy carries more weight in a pitch than any 
local customer, it becomes a commercial 
passport. For a startup seeking rapid validation, 
the leverage is immediate.

This choice was also pragmatic. Contrary to 
popular belief, the cost of entry in the US isn’t 
significantly higher than in Germany or the UK. 
With an average deal size up to 1.5x higher, a 
more homogeneous market structure 
(currency, language, tax), and a vastly larger 
addressable volume, it’s a business culture that 
rewards early adopters and well-executed 
technical solutions.

So the point isn’t to go to the US just to follow 
a trend, but because the market is objectively 
more favorable to a startup in acceleration 
mode - especially with an API-first product like 
Algolia.

Pragmatic execution

According to Gaëtan, Algolia’s success in the 
US came from uncompromising execution: 

“We didn’t translate the website for 
three years. Everything was in 
English. Pricing in dollars. Zero 
localization.”

This intentional global positioning from day 
one avoided the double burden (translation + 
commercial adaptation). For three years, no 
French, German, or Spanish versions. The 
website, documentation, and pricing were all 
designed for an international user, with 
developers in mind.

Customer support followed the same logic. To 
create the illusion of a US presence, a +1 phone 
number was routed to the team’s phones in 
Paris. Gaëtan himself would sometimes take 
calls at 1 a.m. on a Friday — an anecdote that 
became company legend at Algolia.

This scrappiness was a constant. No expensive 
offices or heavy market-entry strategy: for 
every new region, the team started by testing 
with coworking space and minimal presence. 
A San Francisco office opened once the team 
hit 20 people, followed by Singapore to cover 
the Asia-Pacific region - all without premature 
overinvestment.

The main base remained in France, but every 
new market was treated like a hypothesis to 
validate. Small team, quality support, and one 
obsession: be available whenever an 
opportunity arises.
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Sirius is the brightest star. Sirius is the brightest star. 

Checklist: Ready for the US

US expansion isn’t something you improvise. Here’s a first operational checklist, inspired by Algolia’s 
approach as described by Gaëtan:

Incorporation: Create a Delaware C-Corp or a US subsidiary. This is essential 
for contracting with local clients or raising funds from US VCs.

Sales tax: Assess your nexus using tools like Quaderno or Stripe Tax. Indirect 
taxation varies by state.

24/7 support: Organize your SLAs to ensure continuous response. The “follow 
the sun” model (a team structure spanning global time zones) optimizes 
coverage without exploding costs.

Public pricing ≠ closing price: The listed price is never the signed price. Plan for 
at least a 30% negotiation margin in B2B mid-market/enterprise.

Logos above the fold: Display your top three US logos on the homepage. 
Nothing is more reassuring than a well-known American peer.
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marketing?
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Community: a channel that 
never sleeps

Algolia built its acquisition strategy on the 
technical community. Not the kind you 
manage on Slack, but the kind you serve with 
value. By providing help before trying to sell, 
the company built an organic acquisition 
channel that’s quiet but massive.

Give before you ask

While customer acquisition often leans too 
heavily on ads and outbound, Algolia aimed to 
make its product useful, for free, in the right 
contexts.

The idea was to deliver value without asking for 
anything in return, which materialized through 
two key initiatives.

1. DocSearch: an open-source tool for 
developers

Algolia launched DocSearch to help 
maintainers easily integrate a powerful search 
engine into their documentation.

A quiet but powerful growth lever — driven 
purely by usage value.

2. Product Hunt: a high-visibility 
partnership

Another flagship initiative: Algolia powers 
Product Hunt’s internal search engine for free. 
In exchange, a small “Powered by Algolia” logo 
appears in the search bar.

This discreet yet consistent presence in front of 
a tech-savvy early adopter audience acts as a 
major legitimacy booster: no sales pitch, just a 
constant anchor within the tech ecosystem.

3. A high-standard technical blog, no 
watered-down marketing

Lastly, Algolia’s content strategy speaks 
directly to its technical audience:
• postmortems of internal incidents;
• detailed RAM/CPU benchmarks;
• DNS Anycast deployment breakdowns…

This strategy, well-known in the SaaS world, 
roots Algolia deeply within the dev ecosystem, 
with no commercial push, no lead magnets, no 
nurturing. Just a mindset of service.

As of 2024, DocSearch powers 
over 1,200 documentation sites, 
reaches 4 million unique 
developers per month, and 
redirects around 3% of users to 
the Algolia Cloud platform.
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Sirius is the brightest star. Sirius is the brightest star. 

The SEE → TRY → BUY → TELL loop

The power of this approach lies in its ability to trigger a self-sustaining adoption loop:

This "SEE – TRY – BUY – TELL" loop turns every user into a node in a viral graph. As the product spreads 
across docs, tools, and frameworks, visibility compounds. CAC literally trends toward zero, at least on 
the technical segment.

It’s one of the rare channels that works 24/7, with no budget, no sales, and no reliance on ad 
algorithms.

https://www.fincome.co/blog/customer-acquisition-cost-cac
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Pricing, retention & expansion
Pricing isn’t a static exercise. It can become a 
lever for growth and strategic alignment. 
From transparent pricing grids to hybrid models 
and auto-expansion mechanics, Algolia 
designed its pricing strategy to maximize 
perceived value and long-term retention.

Iterate on pricing… without breaking trust

At Algolia, pricing is never treated as a given. 
It’s handled like a product in its own right: 
versioned, tested, documented. Over nine 
years, the company released nine different 
pricing models — nearly one per year.

Each iteration aims for two objectives: align 
revenue with actual cost structure, and 
preserve clarity for customers.

Two core dimensions define value:
• RAM (volume of indexed data) — the “stock” 

dimension;`

• CPU (number of queries run) — the “flow” 
dimension.

These became the pillars of Algolia’s pricing 
model: a fixed base tied to reserved capacity, 
plus a variable component based on usage.

Transparency doesn’t exclude flexibility: 
discounts exist, but they’re negotiated at the 
margins - never on the model itself. As a result, 
trust is maintained, and so is the perception of 
fairness, even for mid-market or enterprise 
accounts.

But how do you connect price, usage, and 
satisfaction into a coherent system — and 
evolve it without breaking trust?

A decisive milestone was the launch of the 
Enterprise Foundation plan: a $70,000/year 
base package including critical features (SSO, 
RBAC, logs, dedicated CSM), plus a 
usage-based variable.

Before any change, A/B tests are run: different 
landing pages or in-app paywalls are used to 
track the “sign-up → PQL → paid” conversion 
journey. No pricing change is rolled out without 
a net positive impact on LTV/CAC.

Good pricing sets the foundation for trust. But 
for that trust to turn into sustainable growth, 
clients need to stay, activate, and expand. 
That’s where retention becomes critical.

At Algolia, pricing 
is never taken for 
granted — it is 
treated as a 
product in its own 
right.

https://www.fincome.co/blog/gross-vs-net-retention-rates-in-2024
https://www.fincome.co/experts-interviews/leviers-transition-pricing
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Retention: the “Go-Live / Health / NRR” trio

Gaëtan explains that Algolia manages retention and churn using three 
key indicators:

Once retention is under control, the next 
priority is expansion. Algolia structured a clear 
method to grow account value without sales 
pressure. The ideq: use usage data to show 
direct ROI… then offer an organic upgrade path.

Account growth follows a performance-driven 
upsell playbook:

01. Quarterly Business Review (QBR)   
The narrative is built around real usage data: 
latency curves vs. conversion rates, estimated 
incremental revenue. The goal: prove that 
better performance creates tangible business 
gains.

02. Upsell
A typical upsell involves the recommendation 
engine, module recommend,  charged per 
query at a 1.3x value multiplier. The logic is 
simple: search answers, recommendation sells 
— and thus carries higher value.

03. Auto-scaling tiers
If an account hits 80% of its quota for three 
months straight, an automatic upgrade is 
triggered - with opt-out available, but rarely 
used. This mechanism turns usage growth into 
revenue growth with no friction.

Upsell playbook: “Performance → Recommendation”

https://www.fincome.co/blog/mastering-saas-retention-upsell-strategies


Conclusion: A marathon paved 
with sprints
Algolia proves that it’s possible (even from 
Paris!) to reach €100m in ARR without raising 
billions, without hiring an army of 200 
salespeople, and without sacrificing your 
company culture along the way. The journey 
isn’t linear or spectacular. It looks like what 
every scaling SaaS goes through: bursts of 
acceleration, moments of doubt, pivots, 
setbacks — and a few bold bets.

What Gaëtan Gachet demonstrates with clarity 
is that there’s a craft-based, rigorous, and 
lucid path to crossing the thresholds of 
hypergrowth. 
A path built on six major pillars:

04. The discipline to launch a 
new S-Curve before the previous 
one flattens
Every growth curve eventually plateaus - better 
to start the next one before the engine stalls.

05. Value-aligned pricing, 
reviewed annually and always 
transparent

Backed by A/B tests, solid enterprise plans, and 
strong consistency between cost, usage, and 
perceived value.

06. A “Ship – Test – Kill” 
culture

Ship fast. Measure honestly. Kill without 
regret. Document everything.

01. A product that (almost) sells 
itself

Driven by an obsession with developer 
experience, seamless onboarding, and a 
well-executed PLG strategy.

02. A customer learning loop 
before any scaling ambition

300 interviews to understand, qualify, and 
structure - before even thinking about 
acceleration.

03. Successive, not 
simultaneous hiring waves

Each function arrives in due time: Sales first, 
then Ops, followed by CS, partners, and finally 
managers.

To apply these lessons, you don’t need to 
reinvent everything. Here’s a simple 30-day 
action plan — immediately actionable:

• Pick one of the six dimensions above.

• Block 2 hours per week to work on it.

• Test, measure, adjust — or kill it. Then move 
to the next.
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