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Three Things to Fix
Before Anything Else

Everything else in this guide compounds on top of these three moves. Get
them wrong and no amount of keyword or bid tuning will save the
account.

01 -Fix conversion tracking before touching
anything else
Optimise toward form fills first, just to build enough volume
for the algorithm to learn. As soon as you have enough
data, switch the primary goal to CRM-verified SQLs and
pipeline opportunities, not page views or thank-you visits.

02 - Turn off what Google enables by default

Search Partners, automated extensions, auto-apply
recommendations and full mobile bidding are quietly
draining budget in most accounts, without ever showing
up as an obvious problem in the dashboard.

03 - Build campaigns in sequence, not all at once

Exact demand capture first, branded kept separate,
then competitor campaigns, then mid-funnel. In most
accounts, the first two layers alone deliver the majority
of qualified pipeline.
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The Market Changed.
Most Accounts Didn't.

Clicks got more expensive and buyers got slower to convert, at the same
time. Below is how four core B2B benchmarks shifted between 2024 and
2026.

Non-branded B2B CPC +29%

Average B2B buyer journey (days) +29%

272 days (2026)

Touchpoints before purchase +16%

88 touchpoints (2026)

Budget share on non-branded search -4PT

72% 91%

33% (2026)

of B2B SaaS buyers ask peers in then go to Google, mostly to verify
private communities first, before what they've already heard, not to
they ever open a search engine. discover a vendor for the first time.
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Are You Actually
Ready to Run Google Ads?

Roughly 30% of the B2B SaaS companies that come to us aren't ready yet.
Use this maturity framework to see where you honestly stand.

READY TO RUN TEST WITH CAUTION DON'T RUN YET

Monthly budget $5,000+ $2,000-$5,000 Under $1,000

Budget runway 6+ months 3-6 months 1-2 months

Defined from LTV / .
CAC target churn Estimated Unknown

Strong demand
Search volume e?(ists Niche but present Near zero

Conversion tracking CRM & offline sync GA4 + Ads only Not set up

Converts organic

Site conversion rate Inconsistent Doesn't convert
today
ICP definition Titles, industry, size Broadly defined Don't know yet
Proven, payin
Product-market fit PEVInL Early signals Unvalidated

customers

If more than one answer lands in the last column, fix those first. Launching
anyway is the single most common way B2B SaaS teams burn budget and
wrongly conclude the channel "doesn't work."
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What Google Enables

by Default, and Why We Cut It

Most budget waste doesn't come from the wrong keywords. It comes from
features Google turns on automatically that almost nobody remembers to

disable.
,
— Audience Expansion
Shows ads outside your defined targeting
_
p
- Display Network on Search campaigns
Different intent, pollutes Search data
(.
,
- Search Partners
Cheaper clicks, lower B2B quality, junk leads
_
-
- Automated extensions
Built to maximise clicks, not qualified leads
\_

OFF

Optimised targeting
Audience expansion, rebranded as "Al"

OFF

Auto-apply recommendations
Optimised for Google's revenue, not yours

OFF

Broad match without offline conversion data
Wrong signal, the algorithm learns the wrong thing

OFF

Full mobile bidding
B2B demos are rarely booked from a phone
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The Most Expensive Mistake

It looks like performance. That's what makes it dangerous, and why
conversion settings are the first thing worth checking in any account, before
keywords, before campaign structure, before bids.

4 N\

Six months of "great” numbers that meant nothing

A chemical PLM software company came in convinced their Google Ads
leads were poor quality, even though conversion volume looked strong. A
site revamp six months earlier had quietly broken the demo-request tag so
that it fired on every form across the site: ebook downloads, webinar sign-
ups, contact forms, all counted as demo requests. Smart Bidding had spent
half a year confidently optimising toward a signal with nothing to do with
actual demos, and the dashboard never once suggested anything was
wrong.

REPORTED CPL REAL CAC

Only 5 of those 86 ever became
paying customers.

86 leads looked healthy on the
dashboard.

As | wrote in a Google Ads thread on Reddit when someone asked why their
B2B lead quality was so poor:

e Kamel_Ben_Yacoub commented on post @ reddif

Getting conversions is quite easy and you can definitely get your first leads in the first month.

BUT, getting qualified conversions in B2B is the real challenge and what is actually going to move the needle for your
account performance.

You can get leads in the first few weeks, but Google's algorithm needs time to understand which search terms actually
lead to conversions that are truly qualified. While you can get quick results if you optimize for any conversion, you have
to be careful to optimize for offline conversions instead. Especially for B2B, tracking what happens after the form fill (like
a qualified meeting or a closed deal) is the real game changer.

’ 1 upvote (—\ 0 replies ¢2 Copy link

View more on Reddit
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Structuring Conversion Action

Connect every click to your CRM: pass the click ID at lead creation, then
import conversion events back to Google as leads progress through the
funnel.

CONVERSION
ACTION

ROLE IN ACCOUNT PRIORITY SUGGESTED VALUE

L .
ead‘form Volume 5|gnalfor SECONDARY $10-$50
submission algorithm learning
L L Busi
ead / MQL synced u5|n§s§ outcome to PRIMARY $200-$500
from CRM optimise toward
High-confidence PRIMARY,
L -
SQL/ demo attended buying signal HIGHER VALUE $500-51500
Closed won True revenue signal IMPORT VIA OCT Actual deal value

Google Smart Bidding needs around 30 conversions per month to learn
effectively. Early on, form submissions provide the volume, while MQLs teach
the algorithm which leads actually drive revenue. Once MQL volume is
strong, optimise for MQLs, not form fills.

For product-led growth, optimise for trial-to-paid conversions imported
from your CRM—not trial sign-ups. Also, set attribution windows to match
your sales cycle (e.g. 60-20 days) so conversions aren't undercounted.

4 N

EXPERT TIP Re-import your customer list every month. Fresh
data keeps the algorithm learning from your most
recent wins rather than stale patterns.
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Build Campaigns in
Sequence, Not All at Once

The sequencing logic we run across every B2B SaaS account we manage.
Each layer earns the next by proving the data works.

-

01 - Foundation Manual CPC  Exact match

Capture the ~5% of your market actively searching. Use manual bidding
to control cost while you "buy" data and validate messaging and SQL
quality.

GOAL: VALIDATE PIPELINE QUALITY

02 - Maturity tCPA CRMsync/OCT

Switch to algorithmic bidding once you have 30+ monthly conversions.
Feed offline conversion data back so the algorithm hunts revenue, not
form fills.

GOAL: OPTIMISE FOR PIPELINE

(.

03 - Scaling Competitors Demand Gen PMax

Full-funnel expansion. Launch competitor campaigns with dedicated
comparison pages, then layer in Demand Gen and Performance Max
on winning audience signals.

GOAL: AGGRESSIVE MARKET SHARE

J

Most qualified pipeline comes from steps one and two. One B2B SaaS client
generated 70 SQLs at an average of $185 each in 90 days with exactly this
structure: a tight keyword list, OCT running from day one, branded terms
excluded from generic campaigns, and one landing page per campaign.
Nothing exotic.
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Category Capture vs.
Category Creation

The right channel mix depends on whether buyers already know they need
a solution like yours, or whether you're the one teaching them the problem

has a name.

CATEGORY CAPTURE

An established category
exists

Think CRM, HR software, or
project management. Search
demand already exists, buyers
are actively typing the category
name into Google, and the job is
simply to capture that existing
intent efficiently.

Google Ads works well here
because the buyeris already
searching.

CATEGORY CAPTURE

Buyers don't know they
need you yet

The problem is real but buyers
haven't connected it to a
software solution, so nobody is
searching for it. No amount of
budget on Search will
manufacture demand that
doesn't exist yet.

Linkedin Ads should lead
here, educating the market,
with Google Ads as a smaller
supporting channel.

Early-stage SaaS companies commonly burn significant budget trying to
capture search demand for a problem nobody is actively searching for. A
pre-flight search-volume check exists specifically to catch this before it

costs months of wasted spend.
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Connect Every Click to What
Happens in Your CRM

The same hierarchy from the conversion-action table, shown as the funnel it
actually represents.

Lead form submission Volume signal - $10-$50

Lead / MQL synced from CRM Primary goal - $200-$500

SQL / demo attended High confidence - $500-$1,500

Closed won True revenue signal

On attribution: no single tool is enough

4 N\ N e A
CRM sync Self-reported Attribution tool The full
field picture
+ +
Downstream On every Middle-funnel No single
conversions demo form touches source alone
\ J J \ J

Watch where Smart Bidding hides

A disproportionate share of reported conversions often comes from
branded search, people who already knew the product and were going to
convert regardless. Smart Bidding learns this fast because branded terms
convert well, while generic campaigns doing the real work of capturing new
demand quietly get starved of budget.

Google Ads for B2B SaaS in 2026 by Kamel Ben Yacoub, Getuplead Page 11



Your Landing Page is Costing

You More Than You Think

8

QUALITY SCORE

J

pays
~37%

less than

o

QUALITY SCORE

-

wasted spend purely from message mismatch.

for the same ad position. On a $20,000/month B2B SaaS account, that's thousands of dollars in

The bigger landing-page problem has nothing to do with Quality Score.
The right question isn't "what does the product do." It's "what would a
buyer need to feel confident enough to talk to sales." Those are two

different pages:
e N [ N
MOST B2B SAAS PAGES WHAT BUYERS ACTUALLY NEED
Every feature. Every use case. Every One clear claim. Proof it's true.
persona. Built to be comprehensive. Enough confidence to talk to sales.
Result: useful to nobody in particular. Result: a page that qualifies itself.
. J J
e a\

EXPERT TIP Run competitor ad research: search your product,
note which competitors appear, review their ad copy,
then list the features and benefits they never

mention. That gap is your differentiation.
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Competitor Campaigns:
Evaluators, Not Browsers

Buyers searching a competitor's name aren't casually browsing. They've
identified the problem, found the category, and are now evaluating specific
vendors, further along the journey than almost any other search intent.

Three intents, three pages

s N

01 Pricing searches: "[Competitor] pricing / cost." Budget-stage buyers.
_ J

4 N

02 Problem searches: "[Competitor] alternatives." Buyers who are unhappy.
\_ J

03 Review searches: "[Competitor] vs [you]" Final due diligence.
\§ J

What makes a comparison page work

Skip the ten-row feature matrix with green checks next to your name.
State one real differentiator directly in the headline, then support that
single claim with proof. Pages that feel rigged confirm a skeptical
buyer's doubts and they leave. A well-known comparison layout worth
studying for tone and structure is Metadata's page comparing itself to
6sense.

One clear claim Proof, not checkmarks  Acknowledge the status quo

Most companies either skip competitor campaigns entirely or run them and
wonder why they don't convert, and the answer is usually the landing page:
a comparison built to make the advertiser look good rather than to help the
buyer decide, ignoring that the buyer is also weighing doing nothing, using
a spreadsheet, or building something in-house.

Google Ads for B2B SaaS in 2026 by Kamel Ben Yacoub, Getuplead Page 13



Google Ads Captures Demand.
LinkedIn Ads Creates It.

For complex products or long sales cycles, the two channels aren't
competing for budget, they're feeding each other.

Recommended starting budget split

LinkedIn Ads - 60-70% - demand generation

Google Ads - 30-40% - demand capture

Google Ads reaches the roughly 5% of your ICP who are actively in-market
right now. LinkedIn Ads builds awareness with the other 95%, before they
start searching, across the roughly 220-day self- education window that
now precedes most B2B purchases.

A dependency most dashboards never show

4 N\ 4 N\ 4

&

[Demo]
i3

Google Matched in LinkedIn
Search click CRM retargeting Demo booked
High-intent, ~50% of Warm audience Credited to
in-market retargeting list nurtured LinkedIn alone

~

-

When Google disappeared, LinkedIln slowed down too

A process-intelligence platform found that nearly half of its LinkedIn
retargeting audience originally came from Google Search. When Google Ads
paused for a month, Linkedin demos dropped, revealing how Search was
driving conversions that single-channel attribution missed.
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Stop optimising for leads.
Start optimising for pipeline.

Fix conversion tracking

Track CRM-verified SQLs, not form fills.
Separate every conversion type.
Recheck tags after every site update.
Compare CPL against CAC.

Turn off Google's defaults

Disable Audience Expansion.
Turn off Display Network & Search Partners.

Disable auto recommendations.

SECOND

Use broad match only with offline conversions.

Sequence your campaigns

Start with exact match & branded.
Switch to tCPA after 30+ conversions.
Add competitors, Demand Gen & PMax.

Scale only after the foundation is proven.

KAMEL BEN YACOUB
Founder @ Getuplead
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© kamel@getuplead.com
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I'm the Founder and CEO of Getuplead, a B2B demand generation
agency specialising in Linkedln Ads and paid acquisition for SaaS
companies. Over the past decade, I've helped B2B brands build
scalable pipeline by combining strategic targeting, high-performing
creative, and data-driven optimisation.

| share practical, experience-based insights that help marketing and
revenue teams avoid common Linkedln Ads mistakes and improve
campaign performance. My approach focuses on what drives
measurable business outcomes, not marketing trends or theory.
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FIND THE LEAKS COSTING
YOUR PIPELINE BEFORE
SPENDING ANOTHER POUND
ON GOOGLE ADS.

Getuplead reviews your Google Ads and
shows what works and what doesn't.
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