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B Executive Summary — February 2026

* MRR  $342K (+ 6.2% MoM) - strongest 8 driven by channel
hit growth in months optimization

* Organic search delivers 4.8x LTV:CAC vs paid social's struggling 2.1x ratio

e Critical 67% of qualified prospects drop during API $180K  monthly revenue
bottleneck: integration (~ leak)

» Trial-to-paid conversion up 23% while paid campaigns burn budget with poor returns

* Reallocating $45K monthly spend from losers to winners could boost marketing 34%
ROI by
MONTHLY ORGANIC SEARCH DEVELOPER TRIAL-TO-PAID
RECURRING LTV:CAC ONBOARDING CONVERSION
REVENUE DROP-OFF

o,
$342K 4.8x 67% +23%

A vs 2.1x paid social A vs last period
A +6.2% MoM V $180K revenue

8-month high leak

channel comparison product-led growth

APl integration stage

EXECUTIVE SUMMARY
Key Findings

Marketing performance accelerated significantly in January with MRR reaching
**$342K** (+6.2% MoM), driven by strategic channel optimization and improved
conversion rates. The standout winner is organic search, delivering a **4.8x LTV:CAC
ratio** compared to paid social's struggling 2.1x ratio, creating a clear case for budget
reallocation. However, a critical bottleneck emerged in our developer onboarding
funnel where **67% of qualified prospects drop off** during API integration,
representing approximately **$180K in monthly revenue leakage**. Immediate action

on developer experience improvementsgulgisinlock substantial growth without




additional acquisition spend. The data reveals a tale of two strategies: product-led

growth initiatives are exceeding expectations with trial-to-paid conversion up 23%,

while several paid campaigns are burning budget with sub-optimal returns. Strategic

reallocation of **$45K monthly spend** from underperforming channels to proven

winners could increase overall marketing ROI by an estimated 34%.

HEADLINE INSIGHTS

Organic search outperforms paid
social by 128% on LTV:CAC ratio
with $305 lower CAC ($89 vs $394)

APl integration bottleneck causes
67% qualified prospect drop-off,
bleeding $180K monthly revenue

. J \
o
Product-led growth initiatives
exceed expectations with 23% trial
conversion improvement while paid
campaigns underperform

- J
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Al-Derived Recommendations
W Strategic insights powered by JAI analysis

4
0 Fix APl integration UX — recover 50% of drop-offs — unlock $90K monthly MRR

2
o Reallocate $45K from paid social to organic search — increase marketing ROI by
34%
\
2

o Implement automated developer onboarding — reduce time-to-value by 60% —
improve conversion 15-20%

0 Double down on product-led growth channels — maintain acquisition volume at
40% lower CAC

A, Action Required

— Immediately audit APl integration flow causing 67% prospect drop-off

— Pause underperforming paid social campaigns burning budget at 2.1x LTV:CAC

— Implement developer experience improvements within 2 weeks to stop $180K monthly
revenue leak
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B Revenue Growth Trajectory—Acceleration Despite Funnel Leaks

$342,000 $4.1M 18.4%

MONTHLY RECURRING ANNUAL RUN RATE TRIAL-TO-PAID
REVENUE CONVERSION
1 +6.2%
e Based on current MRR trajectory L
Highest growth rate in 8 months vs 15% baseline, driven by PLG
initiatives

Revenue momentum strengthened across all key metrics, with MRR growth accelerating to 6.2% month-

over-month, the highest rate in 8 months. ARR now projects to $4.1M based on current trajectory.
Key Growth Drivers:

* Trial-to-paid conversion improved 23% to 18.4% (vs 15% baseline)

« Average contract value increased $127 to $2,847 annually

* Net revenue retention hit 118%, indicating strong expansion revenue

Critical Revenue Leak Identified: Developer onboarding funnel analysis reveals 67% abandonment at API
integration step. This represents approximately $180K monthly revenue opportunity if conversion matches

industry benchmark of 45% completion rate.

Implication: Focus engineering resources on developer experience improvements before scaling

acquisition—fixing this leak could increase revenue 34% without additional marketing spend.
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m Channel ROI Analysis—Clear Winners and Losers Emerge

4.8x $89 0.8x

ORGANIC SEARCH LTV:CAC CONTENT MARKETING CAC LINKEDIN ADS ROAS
T +0.4x 1-31% 1-0.3x
Best performing channel for Dramatic efficiency improvement Burning $12K monthly, immediate
profitability pause recommended

Organic search dominates profitability with a 4.8x LTV:CAC ratio and $89 blended CAC, while paid social
campaigns struggle at 2.1x ratio with $394 CAC. This performance gap creates an immediate reallocation

opportunity.

Top Performing Channels:

« Organic Search: 4.8x LTV:CAC, $89 CAC, 42% of quality conversions

- Content Marketing: 4.1x LTV:CAC, $127 CAC, 31% improvement MoM
« Referrals: 5.2x LTV:CAC, $67 CAC, limited scale (8% of volume)
Underperforming Channels:

¢ LinkedIn Ads: 0.8x ROAS, $487 CAC, burning $12K/month

« Facebook/Instagram: 1.4x ROAS, $394 CAC, declining engagement

- Display Advertising: 1.1x ROAS, $423 CAC, poor conversion quality

Budget Reallocation Opportunity: Shifting $45K monthly spend from underperforming paid social to
content marketing and SEO could improve overall marketing ROI by 34% based on current performance

ratios.

Implication: Pause LinkedIn campaigns immediately and reallocate budget to scale content marketing

team and SEO tools—the data shows a clear path to improved profitability.
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e Conversion Funnel Optimization—$180K Revenue Leak
Identified

33% 0.095% 8.3 days

APl INTEGRATION OVERALL FUNNEL TIME TO FIRST VALUE
COMPLETION CONVERSION
1 -1.2 days
1 -22% T +12% o .
Faster activation correlates with
vs 45% industry benchmark, Visitor to paid customer, higher retention
$180K monthly revenue leak improving despite bottleneck

Funnel analysis reveals a critical bottleneck in developer onboarding where 67% of qualified prospects
abandon during API integration setup. This single point of friction costs approximately $180K monthly in

lost revenue.

Daily Acquisition Funnel Performance:

» Website Visitors: 47,200 (+8% vs yesterday)

* Sign-ups: 1,967 (4.2% conversion, +0.3% improvement)

« Activated Users: 589 (30% conversion, stable)

« Trial Started: 247 (42% conversion, +5% improvement)

« Paid Conversion: 45 (18.4% conversion, +23% improvement)
Critical Bottleneck Analysis:

APl integration step shows 67% abandonment rate vs industry benchmark of 45%. Exit surveys indicate

complexity and lack of code examples as primary friction points.
High-Impact Optimization Opportunities:

¢ API Documentation Overhaul: Could improve completion rate to 50% (+$89K monthly)
* Interactive Code Examples: Estimated 60% completion rate (+$156K monthly)

» Developer Success Manager: Could achieve 65% completion rate (+$178K monthly)
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Implication: Investing $25K in developer experience improvements could unlock $156K+ monthly revenue

—a 6.2x return on investment within 90 days.
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@ Customer Quality and Retention Signals—Strong Foundation
with Warning Signs

118% $8,400 4.2%

NET REVENUE RETENTION ORGANIC CUSTOMER LTV PAID SOCIAL CHURN RATE
T +3% T +$600 T +0.8%

Indicates healthy expansion and 65% higher than paid social 31% higher than organic
low churn customers customers

Customer quality metrics remain strong with 118% net revenue retention and healthy cohort

performance, but early warning signals suggest attention needed for specific segments.
Retention Performance by Acquisition Channel:

« Organic Search: 94% 6-month retention, $8,400 LTV

- Content Marketing: 91% 6-month retention, $7,800 LTV

« Referrals: 96% 6-month retention, $9,200 LTV

« Paid Social: 78% 6-month retention, $5,100 LTV a,

Cohort Analysis Insights:

January 2024 cohort shows exceptional performance with 89% Month 1 retention (vs 82% average).

However, November 2023 cohort from paid social campaigns shows concerning 23% Month 3 churn rate.
Product Engagement Signals:

« Feature Adoption: Core features at 67% adoption (+8% MoM)

« Daily Active Users: 78% of paid customers (+5% MoM)

« Support Ticket Volume: Down 12% despite 15% customer growth

Early Warning: Paid Social Customer Quality

Customers acquired through paid social show 31% higher churn and 39% lower expansion revenue. This

reinforces the channel reallocation recommendation.

Page 9 of 12



Implication: Strong organic growth foundation, but paid social quality issues validate the need for

immediate budget reallocation to higher-quality channels.
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1)

. Budget Reallocation Strategy—$45K Monthly Optimization
" Opportunity

Data-driven budget reallocation could improve marketing ROI by 34% while maintaining current
acquisition volume. The analysis reveals clear winners deserving increased investment and underperformers

requiring immediate action.

Immediate Actions Required:

PAUSE ($17K monthly savings):

e LinkedIn Ads: $12K/month, 0.8x ROAS, poor customer quality

« Display Advertising: $5K/month, 1.1x ROAS, minimal impact

SCALE ($28K additional investment):

« Content Marketing Team: +$15K for 2 additional writers (projected 3.8x ROAS)
« SEO Tools & Optimization: +$8K for enterprise tools (projected 4.2x ROAS)
« Developer Documentation: +$5K for technical writing (projected 6.2x ROAS)
Projected Impact of Reallocation:

« Monthly Revenue Increase: +$89K (from improved conversions)

« CAC Reduction: -18% blended CAC improvement

¢ LTV:CAC Improvement: From 4.2x to 5.6x overall ratio

« Payback Period: Reduced from 14 to 10.5 months

90-Day Implementation Plan:

Week 1: Pause underperforming campaigns, hire content team
Week 4: Launch enhanced developer documentation

Week 8: Deploy advanced SEO optimization

Week 12: Measure impact and optimize further

Implication: This reallocation strategy offers the highest ROl improvement opportunity identified in 18

months of analysis—execute immediately to capture Q1 growth momentum.
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WHAT TO DO NEXT

Recommendations

' Reallocate $45K monthly budget from paid social (2.1x LTV:CAC) to organic search (4.8x LTV:CAC)

Create dedicated developer success team to address API integration bottleneck

' Accelerate product-led growth initiatives showing 23% conversion improvement
‘ Implement automated onboarding sequences for developer prospects

Immediate Next Steps

D o Schedule emergency developer UX review meeting this week

D o Pull detailed API integration analytics to identify specific friction points

D o Draft budget reallocation proposal moving $45K from paid social to organic

D o Create developer onboarding improvement roadmap with 30/60/90 day milestones
D o Set up automated alerts for funnel drop-off rates above 50%

D o Review and pause lowest-performing paid social campaigns immediately

validated No material Real-time data

. 95% confidence in . .
v 1247 data v Compliance: 98% v data gaps V' integration

channel attribution

points identified active

Platform
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