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MY STORY
• 25+ years in finance & accounting
• Airlines and software
• MBA and CPA (TN)
• 9+ years as a SaaS CFO
• Founding member, SaaS Metrics 

Standards Board
• Blogging 7+ years on SaaS at 

TheSaaSCFO.com
• Courses at TheSaaSAcademy.com

BEN MURRAY
THE SAAS CFO

ben@thesaascfo.com
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What’s 
Your 

Number?
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3x ARR?
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10x ARR?
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Valuation
is Art and 
Science
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But we can 
put tools in 

place to 
support our 

valuation
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S A A S M E T R I C S  F R A M E W O R K

My 5 Pillar SaaS 
Metrics Framework
Your roadmap to financial transparency
• Right metrics for the right stage

• Calculate historical and forecasted metrics

• Benchmark against your similar peers

•Measure, monitor, and improve

• Support your valuation
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Operate Our 
Business

&
Prepare for Due 

Diligence

2
Reasons
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This Framework 
Acts as Our 
Roadmap to 
Systematic 
Reporting
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No More Fire 
Drills to Hurriedly 

Calculate Our 
Metrics
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V A L U A T I O N S

Lots of Green
More green, better 

valuation.

Some Yellow
Some yellow is okay but 

you need to understand it 
and how to improve it.

No Red
Difficult to achieve 10x 
when you have metrics 

scoring as red.

Assess →→ What’s working? What’s not working?
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Finance

People

Process

Technology

Data

Ben’s 4 Pillars to SaaS Finance
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Due Diligence is Data Intensive

Finance
Data

Financial

People 
/ HRIS

Operation
alSales

Custom
er
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6% 50%+ 87% 90%+ 84% 70%+ 61 40+ 8 2x - 5x

40% 50%+ 88% 90%+ 83% 80%+ 16% 15-20% 14 11 - 15

66% 50%+ 110% 100%+ NED 35%+ 36% 25%+ $0.76 < $1.33

42% 50%+ N/A 40+ 3% <25% 18% < 20% 2.00$      UP

19.5K UP 14% 20%+ 0.8 0.75

Better
In Range
Caution

Actual Goal Assessing $250K UP

New Bookings               
(T3M YOY)

Gross Logo 
Retention (T6M)

Overall Gross Margin 
(T6M)

Rule of 40
LTV to CAC Ratio 
(MEDIAN T6M)

GROWTH RETENTION GROSS MARGIN PROFIT & OPEX EFFICIENCY

Expansion Bookings                                             
(T3M YOY)

R&D as % of Rev 
(T6M)

Gross Dollar 
Retention (T6M)

Recurring Margin 
(T6M)

CAC Payback 
(MEDIAN T6M)

Legend                            
NED = not eough 

data

ROSE Metric (T6M)

CARR                       
(T6M YOY)

Sales/Marketing as 
% of Rev (T6M)

Net Dollar Retention 
(T6M)

PS Margin

New Logos              
(T3M YOY)

Cost of ARR (T6M)

G&A as % of Rev 
(T6M)

ARR ARPA

Net Promoter Score PS Mix (T6M)

Rev per FTE

Adj. EBITDA  (T6M) Magic Number

3x
(Limited Scale)

Or

10x
(Scalable Model)

Visibility Into:
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Pillar 1
SaaS Data 

Mistake
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Bookings
Data!
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No or Poor Data!
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● New vs. Expansion vs. Contraction
● By Revenue Stream

● ARR and TCV
● Metadata

Key Elements of Bookings Data
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Expansion

Make sure you track expansion on a net 
basis!  “Gross” tracking will skew your 

metrics and performance tracking.
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Bookings Date?
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Warning!

Watch out for any timing 
misalignment between bookings 

date and CAC expenses.
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Metadata

Pricing Plans
Invoicing Terms
Firmographics
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But wait!  I don’t speak 
the bookings language.

Lower price point, high volume 
businesses.

The concept is still applicable!

We still need to measure growth via 
payment/invoice transactions.
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Pillar 2
SaaS Data 

Mistake
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Treat This 
Data Like 

Gold!
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Your MRR schedule is like gold!
Can you produce this?
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This wreaks havoc with your retention!
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Biggest Mistakes!

Poor invoicing practices
Cash basis

No revenue recognition
Not reconciling your deferred 

subledger
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Metadata

Pricing Plans
Product Lines

SKU Level
Invoicing Terms
Firmographics
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Pillar 3
SaaS Data 

Mistake
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The is NOT
a SaaS P&L

Poor organized
Unclear revenue streams
Incorrect gross margin

No OpEx profile
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The SaaS P&L
• 3 distinct sections

• Revenue
• COGS
• OpEx
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S A A S  P & L

Tips & Tricks

Clear and distinct revenue streams

Recurring separate from one-time rev

Correct COGS vs. OpEx split

Correct gross profit and by revenue 
stream
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Finance Roadmap

Accounting

Subscription Mgmt
(invoicing / rev rec)

CRM

HRIS



The SaaS Academy 42SLIDE :



The SaaS Academy 43SLIDE :

Aggregate benchmarks 
are dangerous to your 

SaaS health!
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Net Dollar Retention

Source: Benchmarkit.ai FY22 SaaS Survey
Total Population

95% 103% 110%
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BENCHMARKS
Net Dollar Retention By ACV – Top Quartile

Source: Benchmarkit.ai FY22 SaaS Survey

103%

109%

115%

110%

120%

110%

90%

95%

100%

105%

110%

115%

120%

125%

< $5K $5K - $10K $10K - $25K $25K - $50K $50K - $100K > $100K
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Gross Margins

Source: Benchmarkit.ai FY22 SaaS Survey
Total Population

65% 72% 80%
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Right Metrics
for the

Right Stage
of our

Journey



The SaaS Metrics Framework

GROWTH

New Bookings

Expansion Bookings

Committed ARR

New Logos

ARPA/ARPU

Bonus

RPO’s

SaaS Quick Ratio

RETENTION

Logo Retention

Gross Dollar 
Retention

Net Dollar Retention

Bonus

NPS / CSAT

MARGINS

Gross Margin

Recurring GM

Services Margin

Revenue Mix

PROFIT & OPEX

Rule of 40

R&D as % of Rev

Sales/Mkt as % of 
Rev

G&A as % of Rev

EBITDA

Bonus

Operating Leverage

EFFICIENCY

LTV to CAC Ratio

CAC Payback

Cost of ARR

Rev per FTE

ROSE Metric

Bonus

RDI Score

Magic Number

GROWTH / MATURITY



The SaaS Metrics Framework

GROWTH

New Bookings

Expansion Bookings

Committed ARR

New Logos

RETENTION

Logo Retention

Gross Dollar 
Retention

Net Dollar Retention

NPS

MARGINS

Gross Margin

Recurring GM

Services Margin

Revenue Mix

PROFIT & OPEX

Rule of 40

R&D as % of Rev

Sales/Mkt as % of 
Rev

G&A as % of Rev

EBITDA

EFFICIENCY

LTV to CAC Ratio

CAC Payback

Cost of ARR

Magic Number

GROWTH / MATURITY

What metrics are 
relevant for your 
company stage?
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GROWTH

New Bookings

Expansion Bookings

Committed ARR

New Logos

RETENTION

Logo Retention

Gross Dollar 
Retention

Net Dollar Retention

NPS

MARGINS

Gross Margin

Recurring GM

Services Margin

Revenue Mix

PROFIT & OPEX

Rule of 40

R&D as % of Rev

Sales/Mkt as % of 
Rev

G&A as % of Rev

EBITDA

EFFICIENCY

LTV to CAC Ratio

CAC Payback

Cost of ARR

Magic Number

GROWTH / MATURITY

< $1M ARR
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GROWTH

New Bookings

Expansion Bookings

Committed ARR

New Logos

RETENTION

Logo Retention

Gross Dollar 
Retention

Net Dollar Retention

NPS

MARGINS

Gross Margin

Recurring GM

Services Margin

Revenue Mix

PROFIT & OPEX

Rule of 40

R&D as % of Rev

Sales/Mkt as % of 
Rev

G&A as % of Rev

EBITDA

EFFICIENCY

LTV to CAC Ratio

CAC Payback

Cost of ARR

Magic Number

GROWTH / MATURITY

$1-3M ARR



The SaaS Metrics Framework

GROWTH

New Bookings

Expansion Bookings

Committed ARR

New Logos

RETENTION

Logo Retention

Gross Dollar 
Retention

Net Dollar Retention

NPS

MARGINS

Gross Margin

Recurring GM

Services Margin

Revenue Mix

PROFIT & OPEX

Rule of 40

R&D as % of Rev

Sales/Mkt as % of 
Rev

G&A as % of Rev

EBITDA

EFFICIENCY

LTV to CAC Ratio

CAC Payback

Cost of ARR

Magic Number

GROWTH / MATURITY

> $3M ARR



The SaaS Metrics Framework

GROWTH

New Bookings

Expansion Bookings

Committed ARR

New Logos

RETENTION

Logo Retention

Gross Dollar 
Retention

Net Dollar Retention

NPS

MARGINS

Gross Margin

Recurring GM

Services Margin

Revenue Mix

PROFIT & OPEX

Rule of 40

R&D as % of Rev

Sales/Mkt as % of 
Rev

G&A as % of Rev

EBITDA

EFFICIENCY

LTV to CAC Ratio

CAC Payback

Cost of ARR

Magic Number

GROWTH / MATURITY

> $10M ARR - Segmentation
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This Metrics Profile Won’t Work

-73% 50%+ 46% 90%+ 75% 70%+ -245 40+ 0.3 2x - 5x

-63% 50%+ 38% 90%+ 74% 80%+ 110% 15-20% 50 11 - 15

-40% 50%+ 42% 100%+ N/A 35%+ 98% 25%+ $2.41 < $1.33

-79% 50%+ N/A 40+ N/A <25% 73% < 20% $133 UP

$134 FLAT -206% 20%+ (0.7) 0.75

Adj. EBITDA

Rev per FTE ($000)

Revenue Growth 
(T3M)

Sales/Marketing as 
% of Rev

Net Dollar Retention PS Margin

New Logos (T3M)

Blended Cost of 
ARR

G&A as % of Rev

ARPA / ARPU

Net Promoter Score PS Mix

Magic Number

Expansion Bookings 
(T3M)

R&D as % of Rev 
T6M

Gross Dollar 
Retention

Recurring Margin T3M CAC Payback

GROWTH RETENTION GROSS MARGIN PROFIT & OPEX EFFICIENCY

New Bookings (T3M)
Gross Logo 
Retention

Overall Gross Margin 
T6M

Rule of 40 LTV to CAC Ratio
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This Metrics Profile Gets Us Closer to 10x

6% 50%+ 87% 90%+ 84% 70%+ 61 40+ 8 2x - 5x

40% 50%+ 88% 90%+ 83% 80%+ 16% 15-20% 14 11 - 15

66% 50%+ 110% 100%+ NED 35%+ 36% 25%+ $0.76 < $1.33

42% 50%+ N/A 40+ 3% <25% 18% < 20% 2.00$      UP

19.5K UP 14% 20%+ 0.8 0.75

Better
In Range
Caution

Actual Goal Assessing $250K UP

New Bookings               
(T3M YOY)

Gross Logo 
Retention (T6M)

Overall Gross Margin 
(T6M)

Rule of 40
LTV to CAC Ratio 
(MEDIAN T6M)

GROWTH RETENTION GROSS MARGIN PROFIT & OPEX EFFICIENCY

Expansion Bookings                                             
(T3M YOY)

R&D as % of Rev 
(T6M)

Gross Dollar 
Retention (T6M)

Recurring Margin 
(T6M)

CAC Payback 
(MEDIAN T6M)

Legend                            
NED = not eough 

data

ROSE Metric (T6M)

CARR                       
(T6M YOY)

Sales/Marketing as 
% of Rev (T6M)

Net Dollar Retention 
(T6M)

PS Margin

New Logos              
(T3M YOY)

Cost of ARR (T6M)

G&A as % of Rev 
(T6M)

ARR ARPA

Net Promoter Score PS Mix (T6M)

Rev per FTE

Adj. EBITDA  (T6M) Magic Number



The SaaS Academy 56SLIDE :

Resources

TheSaaSAcademy.com – free 
and paid courses on SaaS 
metrics and finance.

TheSaaSCFO.com – in-depth 
posts and templates on SaaS 
metrics.

SaaS Community – 3,600+ 
member SaaS community
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To learn more…
TheSaaSAcademy.com
TheSaaSCFO.com
TheSaaSNews.com

THANK YOU!

Follow on Twitter…
@TheSaaSAcademy
@TheSaaSCFO
@TheSaaSNews


