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Vendep Capital is the only pure SaaS investor in 
Finland, investing from its €36M pre-A venture 
fund (2017 vintage). The firm was founded by three 
partners who have complementary backgrounds as 
entrepreneurs, investors and general managers and 
who have invested together since 2011.

We invest in the best SaaS teams in Finland (mar-
ketplaces and b2b software) when early metrics 
show market validation abroad and the team has a 
solid plan for scaling further. Typically, the initial in-
vestment goes into marketing and sales and estab-
lishing operations in the European HUBs (London, 
Berlin, Amsterdam) or in the US.

The Finnish Software and E-business Association is 
a community founded in 1993 for industry leaders. 
We advance the opportunities for success in an 
increasingly competitive international market for 
our members. We believe in strength in numbers 
and there are 700 software and software-oriented 
companies in the association. Together we make an 
impact on the software industry related decision 
making, support industry research and education as 
well as develop businesses.

VENDEP CAPITAL

About
the authors
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All of the respondents are Finnish revenue generating B2B SaaS companies. The survey was conducted in 
June 2020 when the Covid-19 pandemic had clouded the future  of many industries. This uncertainty can 
be sensed in the answers. However, although not immune, SaaS companies have been found since to be 
resilient against the circumstances created by the pandemic.

Overview
of
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%
Combined year-on-year
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A mature SaaS company is highly efficient in 
product delivery and maintenance, due to the 
efficient delivery method in the SaaS model.

In later stage companies sales, marketing and 
customer success grow in relative importance as 
they are dependent on the number of custom-
ers and the size of the SaaS business.

WHY THIS MATTERS

SaaS companies use roughly half of their per-
sonnel for building and managing the product 
and a third for selling and marketing.

As the company matures, the relative size of 
the product and engineering team diminishes, 
because the product is not tailored to custom-
ers. 

Source: State of SaaS 2020 survey, n = 123
“Other” contains customer success, finance, hr, ops and talent.
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Most of the respondents aim to target the Euro-
pean markets over the next 2 years. 

Comparing this to last year’s survey answers, 
we can clearly see the diminished interest for 
international markets in the near future. Many 
of the companies will rather focus on the near-
by markets in the Nordics.

The survey respondents for each year are 
partially different, but nevertheless a striking 
decrease in the propensity to enter the North 
American market is interesting. 

We expect this to increase noticeably by next 
year once the uncertainty caused by the pan-
demic lifts. Albeit difficult to enter, the North 
American market is often the largest single 
market for SaaS companies in most verticals.

Source: State of SaaS 2020 survey, n = 123
*Q:” Primary geographic market(s) in 3 years?” 
Source: State of SaaS 2019 survey, n = 116
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The respondents tend to have more productive 
human capital than their international peers. In 
comparison, the international median is €73 k 
for companies with ARR €2,5–5 M.

Finnish companies are able to do more revenue 
with less personnel. This becomes significant as 
scaling requires less resources. 
It also speaks highly of the capabilities of Finn-
ish engineers which often make up half of the 
personnel in SaaS-companies.

Source: State of SaaS 2020 survey, n = 123

Personnel
productivity

WHY THIS MATTERS
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While product and engineering has the largest 
headcount in SaaS companies, sales and mar-
keting investments are often similar in size if 
not larger.

The top growers tend to invest more in S&M.

Significant investments in sales and marketing 
are crucial to generating top-of-class growth.

Hidden in the numbers is a word of caution: 
if S&M spend is not a driver of growth for the 
SaaS business, it indicates a need to re-evaluate 
sales motion and/or product-market fit. For in-
stance spending 45% of ARR in S&M for <25% 
growth cannot be considered efficient. 
If product is in order and the S&M machine 
effective, it makes sense to invest even over 
100% of ARR in S&M.

Source: State of SaaS 2020 survey, n = 123
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WHY THIS MATTERS
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Customer acquisition cost payback time meas-
ures the break-even time per customer. Longer 
customer lifetime can justify longer payback 
time but in general <12 months is considered a 
good benchmark.

Last year’s spend on acquiring customers did 
not result in significant sales causing the metric 
to fall short of the benchmark.

Long CAC payback time can become an issue as 
the company will require more cash to become 
profitable. It also serves as a warning sign 
when reviewing sales & marketing channels to 
understand where to invest and where to cut 
costs.

Source: State of SaaS 2020 survey, n = 123
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WHY THIS MATTERS
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Very few companies grew over 100% last year. 
The expectations for annual growth are signif-
icantly better, however still falling short of the 
benchmark.

A good benchmark for an early stage top 
global SaaS-company is doubling or tripling the 
revenue per year, depending on the starting 
revenue.

Growing faster than competitors is often crucial 
in the new markets that SaaS companies oper-
ate in. Otherwise competitiveness suffers and 
significant market share remains elusive.

For this reason we hope to see more €1 M+ rev-
enue companies in the 6X and even 9X catego-
ries in the future.

Source: State of SaaS 2020 survey, n = 123
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SaaS companies operate on high gross margins 
since the delivery is through cloud with little to 
no tailored elements.

With 80% median Finnish SaaS companies are 
on par with global SaaS in terms of median 
gross margin (78% for international peers).

Gross margin is a great growth lever for SaaS 
companies to use. Increasing revenue or de-
creasing COGS will ensure a bigger portion of 
each revenue euro will end up in the bottom 
line (and likely get reinvested).

Source: State of SaaS 2020 survey, n = 123
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The top growers represent the companies in 
the fastest growing quartile for each revenue 
category (ARR >€300k).

They clearly serve larger clients (mid and enter-
prise market) and are more focused with their 
target markets.
Personnel mix is the same, but the top growers 
have made major investments in people that 
create the growth.

This growth is also much more likely to be fund-
ed externally by VC financing.

CAC recovery rate is much better, largely due 
to the top growers being able to charge larger 
check sizes while keeping S&M expenses at bay. 
Also upselling and cross-selling to the existing 
customers (NRR 106% vs 100%) has a major 
impact on this.

Source: State of SaaS 2020 survey, n = 123. Top growers (>€300 k), n = 34.
Values in the table represent medians for the group apart from 
the percentage of VC funded companies.
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Net revenue retention is key in understanding  
the financial health of a SaaS-company. It repre-
sents how customer revenue is retained relative 
to another point in time, eg. when the custom-
er was acquired. As an example, if customer 
revenue at the end of year 1 was €100 and rev-
enue from these same customers was €110 at 
the end of year 2, net revenue retention would 
be 110% for this group of customers on year 2. 

An international median NRR is 100%, meaning 
that despite churn (customers cancelling sub-
scriptions) the remaining customers are buying 

What is
Net Revenue
Retention?

(NRR)

and/or paying more so that the lost revenue is 
offset. This makes it possible for the SaaS-com-
pany to cover its customer acquisitions costs 
and to start to earn profit at some point in the 
future.

Top companies have NRR at 140%+. The two 
components of high net revenue retention are 
low churn and high upsell/cross-sell to existing 
clients. High investments into product is needed 
to maintain both of these components at high 
levels, so that customers remain happy and are 
willing to pay more for value adding features.
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NRR has a rough correlation with company 
stage, as later stage companies tend to have 
processes, people and product in place to sell 
more to existing clients.

The net revenue retention correlates roughly 
with the size of the target customer. In the mid 
and large enterprise segments top companies 
should aim to have a NRR of 110%+. 

Net revenue retention is crucial in analysing 
how a SaaS company’s customer base is per-
forming. The metric provides the necessary 
actionable detail if tracked on cohort basis 
over time.

Source: State of SaaS 2020 survey, n = 123
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Top NRR companies have significantly lower 
churn and higher concentration on larger cli-
ents. 

Personnel mix is more geared towards product 
and engineering (55% for top NRR vs 40% for 
others) with 30% more personnel in general. 
This is key to providing a sticky product and 
features to be upsold to customers (both pre-
requisites for high NRR).

Since product development is costly, over half 
of the companies are funded by VC money. 

Keeping churn in check and monetizing existing 
clients meant that growth was strong for this 
group as they grew more than twice as fast 
as peers and the expectation is to accelerate 
growth even further over the next two years.

Source: State of SaaS 2020 survey, n = 123. 
Top NRR is made up of the top quartile NRR companies 
for each revenue category, n = 27.
Values in the table represent medians for the group apart from 
the percentage of VC funded companies.
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Growth in SaaS-companies has in the past been 
driven largely by sales and/or marketing. Over 
the past couple of years, a methodology has 
been increasingly adopted, in which growth is a 
result of all company functions focusing on the 
product. This shift in focus has the potential to 
result in improved user experience, increased 
customer satisfaction and retention and lower 
customer acquisition costs. 

In the PLG model customer acquisition is in-
terlinked with the product: marketing under-
lines the value of the product to the customer 
and sales targets getting customers to try the 
product which then leads the customer to 
recognising its value and making the purchase. 
Upselling to the customer is also done through 

Examples of 
Finnish PLG 
companies

What is
Product-Led

Growth
(PLG)

the product: metrics provide insights into when 
a customer could benefit from a value-add 
feature and offer it intuitively at the right time. 
Usage metrics also provide insight into when 
customer is not using the product right and is in 
danger of churning so the product offers train-
ing or extended trials to realise the value for 
the customer. All departments from engineering 
to sales and to customer success are unified by 
the product. 

The power of customer satisfaction is undeni-
able in SaaS businesses that aim to keep churn 
to a minimum and maximise monetisation of 
existing customers. PLG takes time to develop, 
but we took a look at the difference between 
PLG and non-PLG companies in the survey.
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PLG is a fairly new phenomenon (since 2018) 
but it is nice to see Finnish SaaS companies em-
ploying tactics typical to PLG. The most widely 
used tactic is a free trial, which is very prevalent 
compared to international peers (65% vs 45%).

Surprisingly, 42% report having a self-service 
buying experience (28% for intl peers) and over 
half in-product self-onboarding, which are very 
high percentages. In general Finnish companies 
use PLG tactics as much as or more than inter-
national peers.

There is one stark difference, however. Only 
15% use customer referrals for acquiring new 
customers (cf. 31%). A true missed opportunity 
as referrals provide higher quality leads along 
with reduced CAC and increased customer 
lifetime value (CLTV). This is perhaps tied to the 
culture of Finns not wanting to make a note of 
themselves. 

Source: State of SaaS 2020 survey, n = 123
A PLG company has 5 or more of the features listed above, n = 34.
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80% have adopted at least one core PLG tactic 
(free trial, self-onboarding, product usage ana-
lytics) with one in four using all of them. These 
are very close to comparative international 
levels (80% and 33% respectively). 

PLG companies tend to serve smaller customers 
as they employ inside sales and inbound sales 
models that work better with smaller ticket 
sizes.

Growth rate of PLG companies is slightly higher 
along with expectations for growth. Sometimes 
in early stage companies the difference is the 
other way around as PLG model takes time to 
develop.

Perhaps the starkest difference comes in CAC 
recovery rate, which is significantly better for 
PLG companies. This is likely the result of a 
wide use of the inbound sales model among 
the group.

Source: State of SaaS 2020 survey, n = 123. PLG companies, n = 34.
Values in the table represent medians for the group apart from 
the percentage of VC funded companies.
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