GroundTruth (Part 3)

The Business Case: What Improving Self-Serve Reliability Is
Worth

Prepared by Abhishek Katkar. Parts 1 and 2 covered the build, the findings, and the product
recommendations. Part 3 translates the headline recommendation, a self-serve reliability and improvement
loop, into business outcomes, using published PLG benchmarks anchored to Lyzr's own public funnel. All
figures below are an illustrative model, clearly labeled, not a claim about Lyzr's internal numbers.

Approach and constraints. Everything in this document was produced from the outside, as a first-time
user, working within a limited free-credit allowance and using only publicly available information. The
build, the diagnosis, the study of Lyzr's feature set, and the business model are all what a resourceful
outsider could assemble with those constraints. With internal data and access, each hypothesis here
becomes a measured decision rather than an informed estimate.

Live app: https://support-sentinel-bold-edge-77s7.architect.space/

1. Why this section exists

A product recommendation is only as strong as the outcome it drives. This section answers the question a
decision-maker actually weighs: if we improved the self-serve first-run experience, what would it be worth,
and is it worth the cost of building and the risk of touching a monetization boundary?

The honest framing throughout: | do not have Lyzr's internal funnel data. What | have is Lyzr's public funnel
shape and a set of well-sourced PLG benchmarks. Combining them produces an order-of-magnitude model,
not a forecast. A serious reader respects an honest illustrative model far more than false precision, so every
assumption below is stated explicitly.

2. The opportunity, in one picture

Lyzr's public figures show roughly 80,000 free builders and 32 publicly reported enterprise customers, a ratio
of about 2,500 to 1. An important honesty note up front: this is a denominator comparison, not a conversion
rate. Lyzr has not disclosed how many free builders convert to paid, nor whether the 32 enterprise customers
originated from the free tier. So this ratio describes the scale of the self-serve base relative to the paid base,
which is the size of the opportunity, not a measured funnel. Even read conservatively, a free base this large
relative to the paid base is exactly where a self-serve activation improvement has leverage.



The scale of the opportunity (a denominator comparison, not a conversion rate)

~80,000 free builders

Activation + trust gap (where first-run friction lives)

32 enterprise customers

Ratio ~2,500:1. Lyzr has not disclosed a conversion rate; this shows the size of the base the feature acts on.

Scale comparison: ~80,000 free builders vs 32 enterprise customers (not a conversion rate).

The reliability feature does not act on the top of the funnel (acquiring more builders) or the bottom (closing
enterprise deals). It acts on the middle band: the activation-and-trust gap where a self-serve builder either
reaches a working, trustworthy result or quietly gives up. My own over-escalation experience is a concrete
instance of that gap.

3. Reliability is an activation prerequisite, not a feature

Reliability is already central to how Lyzr positions itself: the company publicly claims 85 percent of agent
projects on the platform reach production, against an industry average it cites as below 30 percent. That is a
reliability statistic, and it is the same axis GroundTruth is built around. The recommendation in this document
simply extends that reliability advantage from the enterprise tier down to the self-serve first-run, where the
funnel is widest.

The benchmark evidence is clear that activation is the leading indicator of retention and monetization, and
that first-run experience drives activation. For an Al agent product specifically, reliability is not a nice-to-have
layered on top of activation. It is a precondition for it.

Why reliability is an activation prerequisite, not a nice-to-have

First run Succeeds and Aha moment Retain, convert

is trustworthy

( A failed or untrustworthy first run blocks the aha moment entirely. ]

My over-escalation experience is exactly this failure mode, for the self-serve persona.

Reliability gates the aha moment, so it gates activation.

Supporting evidence from the benchmarks: - Leading freemium and free-trial PLG products report activation
in the 20 to 40 percent range (ProductLed, 2024), where activation must be tied to the product's genuine
value moment. For an agent builder, that moment is a successful, trustworthy first run. - Amplitude's analysis
of more than 2,600 companies found that strong first-week activation was strongly associated with strong
three-month retention: 69 percent of top day-seven performers were also top three-month performers. - A
failed or untrustworthy first run does not merely annoy; it can prevent the user from reaching the aha moment
at all. My over-escalation experience is exactly this failure mode, experienced by the persona Architect
targets.



The implication: measuring and improving activation conditional on first-run success is the highest-leverage
lever available on the self-serve funnel, and reliability tooling is what moves it.

4. The model: what a first-run improvement is worth

| use the standard activation model: paid conversions equal signups multiplied by activation rate multiplied by
activated-to-paid rate. Anchoring signups to Lyzr's public 80,000 free builders and using benchmark ranges
gives the following illustrative outcomes.

Three scenarios (illustrative, benchmark-based)
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Activation 20% Activation 30% Activation 40%
Activated-to-paid 10% Activated-to-paid 15% Activated-to-paid 25%
~1,600 ~3,600 ~8,000
conversions conversions conversions
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Three illustrative scenarios from published PLG benchmark ranges.

An explicit caveat before the numbers: Lyzr has not published a free-to-paid conversion rate, an activation
rate, or self-serve ARR. The figures below apply published PLG benchmarks to Lyzr's public 80,000 free-
builder base purely to show order of magnitude. They are a thinking tool, not a forecast of Lyzr's actual
results.

The single most useful cut is holding everything constant except activation, to isolate what the feature alone
contributes.

lllustrative impact: +10pt activation, zero new signups

Model: paid = 80,000 signups x activation x 15% activated-to-paid {ben%ﬂgaré base case)
3

3,600

Today (30% activation) With feature (40% activation)

+1,200 conversions, roughly a 33% lift, from the same top of funnel.

A +10pt activation lift implies roughly 33% more conversions (illustrative).

At the benchmark base case (activation 30 percent, activated-to-paid 15 percent), 80,000 builders imply
roughly 3,600 paid-equivalent self-serve conversions. Improving activation to 40 percent, with everything else
constant, implies roughly 4,800, an increase of about 1,200 conversions, or roughly 33 percent, from the
same top of funnel and zero additional acquisition spend.

Why this is credible rather than inflated. The claim is not "a ten-point activation increase triples
conversion." The benchmarks explicitly warn against that causal overreach. The claim is narrower and



defensible: activation is a leading indicator, and moving more users into the high-conversion activated cohort
increases paid conversions roughly in proportion, which the arithmetic above makes concrete.

Sensitivity, stated honestly. The three scenarios (roughly 1,600, 3,600, and 8,000 conversions) span a wide
range precisely because the inputs are benchmark ranges, not Lyzr's measured rates. The right next step is
not to trust these numbers but to instrument the real activated-to-paid rate by cohort, which section 6
describes.

5. The expansion argument: self-serve as the top of the
enterprise funnel

The strongest strategic point is not the direct self-serve revenue. It is that the self-serve funnel is the top of
the enterprise funnel. The benchmark evidence supports the mechanism even where it cannot supply a
universal number.

» The standard PLG path is individual free user to team account to larger enterprise deal (OpenView), with
expansion dependent on retained product engagement.

» al6z describes bottom-up enterprise growth as building a large user base through organic adoption, then
adding sales to monetize it, citing Dropbox, Twilio, Atlassian, and GitHub. It also cautions that the users
who adopt may not be the economic buyers, so the product must create paths from usage to account-
level buying.

* PLG leaders report net dollar retention around 128 percent (OpenView), the most defensible quantitative
proxy for expansion economics.

The connection to reliability: a self-serve builder who reaches a trustworthy first run is far more likely to retain,
to bring a team, and eventually to become a product-qualified account that sales can convert into one of the
enterprise deals. Reliability at the self-serve layer is therefore an investment in the enterprise pipeline, not a
distraction from it. This is the argument that reframes the recommendation from "help free users" to "feed the
paid funnel."

6. What I would measure before spending on this

Consistent with treating the numbers above as illustrative, the responsible path is to instrument before
building at scale. | would measure:
* Activation rate conditional on first-run success versus first-run failure, to confirm reliability is the lever it
appears to be.
* Activated-to-paid conversion by cohort at 30, 60, and 90 days, to replace the benchmark 15 percent

assumption with Lyzr's real rate.

« Paid conversion by reliability cohort (successful first run, over-escalation, hard failure), to size the specific
problem this feature addresses.

* The rate at which self-serve accounts develop a second active user and reach a product-qualified-account

threshold, to size the enterprise-expansion contribution.

These turn every assumption in this document into a measured input, which is how a business case should
mature from illustrative to decision-grade.



7. The bottom line

The recommendation is not "give away Enterprise tooling." It is "instrument and improve the self-serve first-
run experience, because activation is the highest-leverage point on a base this large, and reliability is its
precondition." It also extends a reliability advantage Lyzr already markets (85 percent of projects reaching
production) to the one place it is currently absent: the self-serve first run. The illustrative model suggests a
first-run improvement of the size | experienced could move paid self-serve conversions by roughly a third at
constant acquisition, and, more importantly, widen the top of the enterprise funnel. The right next step is
measurement, not a leap of faith, and the assumptions here are written to be replaced by Lyzr's real data.

Sources: OpenView 2022 Product Benchmarks; ProductLed 2021, 2024, and 2025 benchmarks; Amplitude
retention analysis; al6z bottom-up enterprise writing. All conversion figures in this document are an
illustrative model built on these published benchmarks and Lyzr's public funnel figures, not a claim about

Lyzr's internal metrics.
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