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In today’s SaaS environment – where capital is tighter, 

customer acquisition is harder, and execution scrutiny is 

higher – scaling the business and accelerating revenue 

growth is harder than ever before. In our extensive work 

with SaaS leadership teams, we are often asked why 

some companies can scale and accelerate revenue 

growth while others fall behind. 

To better understand what separates the high 

performers from the rest of the pack, we gathered 

in-depth input from over 275 B2B SaaS executives – 

covering pureplay subscription firms and hybrid models. 

The research uncovers four recurring missteps that 

drag down growth – traps that keep companies from 

realizing their revenue potential.

GROWTH TRAP #1 
Reducing Sales & Marketing  
Investment as You Scale
A common but dangerous assumption: As SaaS companies scale, 

Sales & Marketing spend should decline as a percent of revenue. Our research shows the opposite is true: 

	 •	� Fastest growing ARR firms (25%+ CAGR) invest 45% in Sales & Marketing

	 •	� Firms growing less than 25% invest only 33% in Sales & Marketing

Sustained growth often requires proportionally more Sales & Marketing investment as incremental share gets harder to 

win and GTM motions diversify. Growth requires companies to simultaneously fund acquisition, expansion, retention, and 

often, entry into new segments or geographies.
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About The Survey

Blue Ridge Partners recently 

conducted two surveys to better 

understand what distinguishes 

high-growth B2B SaaS 
companies from their slower-

growing peers.

We gathered insights from 275 

commercial leaders across 

companies with Annual Recurring 

Revenue (ARR) ranging from $50 

million to $1 billion.



Four Growth Traps SaaS GTM Leaders Must Avoid    2© Blue Ridge Partners Management Consulting

Executive BriefingExecutive BriefingExecutive Briefing

One of the most overlooked areas of investment is sales talent – attracting, developing, and retaining top 

performers. Our research showed that while high-growth companies maintain higher Sales & Marketing 

expenditure, they also face growing pains:

	�� •	 �Longer ramp times – on average, 3 months longer than peers

	 •	� Stretched management – larger spans of control for frontline managers

	 •	� Talent volatility – 80% more reps failing to hit even 50% of quota

This isn’t a performance issue; it’s a management and enablement gap. Without the right onboarding, 

coaching, and sales enablement tools in place, even well-funded sales teams underperform relative to their 

potential.

It takes time and attention to hire the right reps, onboard them, and provide proper oversight and 

development to build solid performers – time that busy frontline managers with wide spans often lack. 

Investing in repeatable onboarding programs, quality sales enablement tools and playbooks, and focusing 

frontline managers on coaching will pay back handsomely in improved sales productivity and scalable growth.

KEY INSIGHT  

Be efficient with Sales & Marketing spend, but not shortsighted. Smart efficiency means 

reallocating toward higher-performing segments, motions, talent, and management – not 

reducing across the board. Growth-stage SaaS firms that maintain their investment in Sales & 

Marketing – even in tough markets – consistently outperform those who cut.

GROWTH TRAP #2 
Underinvesting in and Mismanaging the Pipeline 
Pipeline development is one of the most critical drivers for SaaS growth – yet too many companies fail 

to execute it with the necessary rigor. In our study, respondents ranked pipeline development as the #1 

initiative to drive growth (9/10 in importance), yet only 15% rated their organizations highly effective.

Sales & Marketing Investment as a % of ARR
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The performance gap becomes even more apparent when comparing high-growth vs. low-growth 

companies. High growers consistently invested more than low-growth companies – yielding measurable 

impact in three key areas: 

	 •	 +37% higher investment in lead generation and development roles

	 •	 �+24% better quality leads from a stronger pipeline 

	 •	 �+31% greater use of technology and AI in lead development 

High-growth companies succeed by taking a deliberate and disciplined approach. They invest in specialized 

talent, segment the market with precision, define clear Ideal Customer Profiles (ICPs), and prioritize quality 

over quantity. They also deploy repeatable sales playbooks and use AI-enabled tools to accelerate outreach 

and improve targeting.

�This disciplined approach pays off in frontline performance. Sales Development Representative (SDR) teams 

at high-growth companies generate 16% more pre-qualified sales appointments per month compared to 

low-growth peers. 

But it doesn’t stop there – high-growth companies also emphasize sales-generated pipeline more 

aggressively. The pipeline value from sales-sourced leads is 25% higher in high-growth SaaS companies 

(38% for High Growth vs. 30% and 31% for Medium and Low Growth companies). In contrast, low-growth 

companies are more reliant on marketing-generated leads, signaling over-dependence on inbound volume 

vs. outbound hunting. 

	

Together, this suggests that high-growth companies are investing intentionally in lead generation roles and 

tools, building strong SDR capability with measurable results, developing a hunting culture within the sales 

team, (not just relying on marketing) and managing pipeline health with rigor, visibility, and accountability 

across both Sales & Marketing.

Primary Sources of Sales Pipeline Value 
Groupings based on ARR CAGR
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KEY INSIGHT  

Despite being universally acknowledged as a top priority, pipeline development remains one 
of the largest execution gaps in the commercial organization. For high-growth companies, a 
strong share of sales-driven leads is especially important: SDR teams not only generate more 
pre-qualified sales appointments than low-growth peers, but also drive pipeline value that is 
25% higher. Scalable pipeline growth isn’t accidental – it requires coordination across multiple 
commercial functions, a repeatable, data-driven system, strong enabled talent in key roles, and 
execution with discipline, alignment, and clear ownership. 

GROWTH TRAP #3 
Neglecting to Rethink Segmentation 
SaaS companies often start out targeting the SMB and mid-market segments – after all, they’re typically 

easier to reach, have shorter sales cycles, face less pressure from the toughest competitors, and often show 

faster early traction. But as companies scale, this initial focus can become a constraint.

Our survey found that companies with 50% or more of their focus on large or strategic accounts grow at a 

rate of 20%, compared to 13% for companies with less than 50% focus on those accounts. This suggests 

that regularly evaluating your segmentation strategy can unlock new avenues to growth. 

As companies scale and develop brand recognition, robust products, and more mature sales capabilities, 

they should systematically rethink their segmentation and re-evaluate the case for going upmarket. For 

example, large and strategic accounts typically deliver higher average contract values (ACVs), improved 

gross margins, and less reliance on channel partners. Notably, PE-backed SaaS firms – which often face 

higher growth and margin expectations – derive 45% of revenue from large accounts compared to 34% for 

non-PE-backed peers.

KEY INSIGHT  
This is not an either/or decision. Even if your core engine is geared toward SMB or mid-market, 
carving out dedicated capacity for strategic accounts – through enterprise-specific sellers, 
in-depth account planning, executive sponsorship, and account-based marketing – can unlock 
step-change growth. It’s about knowing where and when to go deep and adapting the GTM 
model to match.
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GROWTH TRAP #4 

Over-Relying on Channel Partners 
Channel partnerships can play an important role in SaaS – particularly for international expansion, vertical 

specialization, or technical implementation (i.e., systems integrators), expanding into industries where in-

house expertise is limited, and reaching long-tail or SMB segments at scale.

However, the data does suggest a cautionary tale: when channel revenue dominates, growth slows. The 

survey findings indicate that: 

	 •	 �Companies with more than 50% indirect revenue grew at just 8%

	 •	 �Companies with less than 30% indirect revenue grew at 20%

Based on the survey respondents, while channel-centric models reduce Sales & Marketing expense by 

8 points (32% vs. 40%), they also dilute gross margin by 7 points (57% vs. 64%), so while net profitability 

roughly matches direct models—growth is slower due to weaker customer access and control. 

But channel-heavy go-to-market models tend to limit growth by restricting visibility and access to your 

customer, limiting control over messaging, upsell, and renewals, and limiting your ability to respond to shifting 

buyer behaviors and market dynamics.

KEY INSIGHT  
Use partners strategically – to extend reach or plug capability gaps, but not as a replacement for 
your direct GTM muscle. If your top growth lever is someone else’s sales team, it’s time to reassess. 
Long-term value creation demands owning the customer relationship.

What Sets Growth Leaders Apart?
The firms that consistently outperform don’t just hire smart people or build great products – they also 

execute with commercial discipline. They:

•	 �Invest proportionally more in Sales & Marketing as they scale – ensuring GTM resourcing keeps 

pace with revenue targets

•	 �Relentlessly manage pipeline generation, quality, and conversion, integrating the right set of 

levers – to produce high-quality leads that convert

•	 �Revisit segmentation regularly, identifying new or shifting market sweet spots and tailoring the 

GTM approach accordingly

•	 �Use channel partnerships selectively to extend reach without becoming overly reliant on the 

channel for growth
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Which growth traps might your team be walking into – without 
even realizing it? 
Take our SaaS Growth Trap Checklist to benchmark your go-to-market strategy against the four most 

common pitfalls holding back commercial performance. 

For a deeper discussion of our findings – or to assess your company’s growth potential – connect with Blue 

Ridge Partners. We help growth-minded teams identify what’s working, fix what’s not, and accelerate what’s 

possible.

Atlanta  |  Boston  |  Chicago  |  Dallas  |  Denver  |  Detroit  |  Frankfurt  |  Houston  |  London  |  Los Angeles 

Melbourne  |  Munich  |  New York  |  Philadelphia  |  San Diego  |  San Francisco  |  Seattle  |  Washington DC

Why Blue Ridge Partners? 

Blue Ridge Partners is recognized as the most experienced, impactful and respected firm that is exclusively 

focused on helping companies accelerate profitable revenue growth. We have worked with over 1,300 

companies worldwide on commercial model transitions, strategic pricing engagements and due diligence 

assignments. We are known for rolling up our sleeves, being pragmatic in our analyses and delivering tangible 

results that focus on the “how” of execution. Based on our significant experience we have amassed extensive 

knowledge of the issues that affect revenue performance. 

For further information please contact us at info@blueridgepartners.com or visit us at  

www.blueridgepartners.com.

Our Locations
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1 Sales & Marketing Investment Discipline Yes Somewhat No

Are we growing our Sales & Marketing investment at least in line with  
revenue growth (as a % of revenue)?

Are frontline managers consistently developing and coaching their  
entire teams (increasing the % of sellers that make quota and achieve  
>50% of quota)?

Are we investing in playbooks, enablement tools, and onboarding  
programs to scale the sales organization and sustain growth?

2 Pipeline Building and Management Yes Somewhat No

Are we generating sufficient high-quality leads to sustain growth (lead value  
30-50% of early-stage pipeline, all opportunities 3-4x pipeline coverage)?

Do we have a disciplined, consistent pipeline management process  
followed by all teams, delivering accurate forecasts (e.g., quarterly revenue 
forecast within 5-10% of actual revenue 30-90 days out)?

 Is there tight alignment between GTM Sales & Marketing – clear roles, shared 
KPIs, and consistent operating rhythms?

3 Keeping Segmentation Current Yes Somewhat No

Do we regularly review and refine ICPs and segmentation using hard data  

analytics (win rate, CLTV, ASP, and sales cycle)?

Do 90%+ of our new logos match our ICP?

Are large strategic accounts supported by specialized teams and growing faster  

than other segments?

DIAGNOSTIC: Are You at Risk of Falling into These Traps? 

HOW TO USE: Use this checklist to evaluate your current go-to-market model. 

4 Channel Strategy Optimization Yes Somewhat No

Are we using indirect channels strategically (e.g., to reach specific  

geographies or verticals)?

Do we actively monitor the performance and profitability of our channel programs?

Do we maintain control over pricing, positioning, and customer experience  

across channels?

SCORING GUIDANCE

0–4 “YES” = High risk: one or more traps are likely limiting growth

5–9 “YES” = Moderate risk: prioritize remediation

10–12 “YES” = Low risk: strong GTM alignment


