INTELLIGENCE BRIEF

HUBSPOT

SaaS & Software - Pre-Pitch Competitor Analysis

MEDIUM CONFIDENCE THREAT SCORE 8/10

Generated September 30, 2026

EXECUTIVE SUMMARY

HubSpot remains a formidable opponent in mid-market CRM evaluations due to its unified, single-codebase
architecture, but it is exposed to pricing and data-architecture attacks in 2026. At its September 2026 UNBOUND
conference (the event formerly called INBOUND), it retired Breeze as an umbrella brand and shipped Marketing
Studio, Agent Hub and four marketing agents in public beta; HubSpot now describes itself as an "agentic
customer platform.” In April 2026 it moved its...
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01  Market Context

The global CRM and marketing automation market is undergoing a structural shift from passive software suites to active,
Al-driven agentic platforms. While Salesforce and Microsoft Dynamics historically dominate the enterprise segment, the
mid-market is highly contested, and HubSpot commands disproportionate mindshare among SMBs and mid-market
companies seeking rapid time-to-value. Competition is currently defined by how vendors monetize Al. Incumbents are
pushing seat-based Al add-ons that often require systems integration, while HubSpot moved its Customer Agent and
Prospecting Agent to outcome-based pricing in April 2026. Buying has also become more cautious in 2026: on its Q2
2026 earnings call, HubSpot's management said buyers had turned cautious, with more deals going to longer committees
that need C-suite or board sign-off. For a sales team pitching against HubSpot, this macro environment is an advantage:
buyers are sensitive to consumption costs and licensing escalators, creating openings to challenge HubSpot on total cost
of ownership.

02 Executive Summary

HubSpot remains a formidable opponent in mid-market CRM evaluations due to its unified, single-codebase architecture,
but it is exposed to pricing and data-architecture attacks in 2026. At its September 2026 UNBOUND conference (the event
formerly called INBOUND), it retired Breeze as an umbrella brand and shipped Marketing Studio, Agent Hub and four
marketing agents in public beta; HubSpot now describes itself as an "agentic customer platform." In April 2026 it moved its
Customer Agent and Prospecting Agent to outcome-based pricing paid through "HubSpot Credits," which reset monthly
and do not roll over. In Q2 2026 it added about 7,000 net new customers against the 9,000 to 10,000 it had guided,
which management attributed to its April pricing and sales-motion changes and a more cautious demand environment.
For competitive pitch teams, the objective is to make the prospect model HubSpot's credit costs at scale, point out that
these two agents are sold only on Professional and Enterprise tiers, and highlight that external warehouse data must be
synced into HubSpot before its agents can use it. Win live deals by positioning your solution as the more predictable and
architecturally flexible choice.

03 Company Snapshot

Founded in 2006 and headquartered in Cambridge, Massachusetts, HubSpot, Inc. operates as a Delaware Corporation
(CIK 1404655). The company provides a cloud-based CRM platform spanning marketing, sales, service, content, data,
and commerce. Structurally, HubSpot relies on a freemium model that drives users toward premium "Hub" subscriptions.
The company operates at significant scale, ending FY25 with 8,882 - Full-time Employees, SEC (Sourced 10-K FY2025)
and reaching 306,446 - Customers at June 30, 2026, SEC (Sourced Q2 2026 Earnings Release (8-K)). The last 12
months have seen a major structural pivot. HubSpot moved its Customer Agent and Prospecting Agent to outcome-based
pricing in April 2026, launched Agent Hub in July 2026, and in September 2026 retired Breeze as an umbrella brand
while shipping Marketing Studio and new marketing agents. This transformation aims to move HubSpot upmarket, though
management has said its pricing and go-to-market changes, together with cautious buyers, lengthened sales cycles in
Q2 2026.

EXHIBIT 1 Business profile As of 2025-12-31
CUSTOMERS EMPLOYEES
288,706 8,882

As disclosed by the company.
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04 Financial Health Indicators

ExHIBIT 2 Key financials usD
REVENUE, FY25 REVENUE, Q2 FY26 GROSS MARGIN, FY25
$3.13B $912M 83.8%
+19.2% year on year +19.8% year on year
OPERATING MARGIN, FY25 NET MARGIN, FY25 FREE CASH FLOW, FY25
0.2% 1.5% $577M

18.4% of revenue

REVENUE GUIDANCE, Q3 FY26 CASH AND INVESTMENTS

$924M to $925M $1.34B

Company outlook

Not found in the sources for this brief: Debt, Market cap.

EXHIBIT 3 Revenue by fiscal year USD millions

$3.13B

FY21 FY22 FY23 FY24 FY25

+33% +25% +21% +19%
Bottom row: growth year on year; for the outlook, at the midpoint of the range against the last reported year.
Q2 FY26: revenue $912M, +19.8% year on year.

Q3 FY26 guidance: $924M to $925M (company outlook).
Fiscal years end in December, so FY25 ended in December 2025.

EXHIBIT 4 Margins by fiscal year % of revenue

FY21 FY22 FY23 FY24 FY25 TREND FY21TO FY25
Gross margin 80.1% 82.2% 84.4% 85.0% 83.8% +3.7 pts
Operating margin -4.2% -5.9% -9.3% -2.6% 0.2% +4.5 pts
Net margin -6.0% -6.2% -7.6% 0.2% 1.5% +7.5 pts
FCF margin 13.6% 11.1% 11.6% 17.9% 18.4% +4.8 pts

Computed from the revenue and profit figures reported for each year.

HubSpot is financially strong, having crossed into GAAP profitability, but is facing immediate growth headwinds. Reported
revenue for the last five fiscal years, from the SEC filings, was $1,300.66 Mn (FY21), $1,730.97 Mn (FY22), $2,170.23
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Mn (FY23), $2,627.54 Mn (FY24), and $3,131.27 Mn (FY25). Net income turned positive in FY24 ($4.63 Mn - SEC
(Sourced 10-K FY2024)) and accelerated in FY25 ($45.91 Mn - SEC (Sourced 10-K FY2025)). In the latest quarter, Q2
FY26, revenue reached $911.74 Mn - Q2 FY26 Earnings Release, SEC (Sourced), up 19.8% year on year. The company
holds strong liquidity with $1,337.94 Mn - Cash and Short-term Investments, Q2 FY26 Earnings Release, SEC (Sourced).
However, financial health must be contextualised by their recent operational miss: in Q2 2026, HubSpot added about 7,000
net new customers against the 9,000 to 10,000 it had guided, which management attributed to pricing and sales-motion
changes made in April and a cautious demand environment with longer, committee-based deals. Management then cut
its outlook for quarterly net customer additions to about 5,000 to 6,000 and guided Q3 FY26 revenue to $924.0 Mn to
$925.0 Mn - Q3 FY26 Guidance, SEC (Sourced Q2 2026 Earnings Release (8-K)). This indicates that while the balance
sheet is secure, customer growth is currently strained. (Note: Total debt was not tagged in the provided XBRL feed.)

05 Recent Moves

® September 2026
At UNBOUND 2026 (Boston, September 16-18), HubSpot retired Breeze as an umbrella brand (Breeze Assistant keeps

its name) and shipped Marketing Studio, a marketing-focused Agent Hub and four marketing agents (Campaign, Content,
Nurture, Revenue) in public beta. This changes their core pitch from software-as-a-service to Al-as-a-worker.

® September 2026
Became the first CRM to integrate with ChatGPT Ads, announced by OpenAl on September 16, 2026, so ChatGPT

campaigns attribute back to HubSpot contacts and deals. This matters strategically as it pulls ad spend and attribution
into the HubSpot ecosystem.

@® August 2026
Released Q2 FY26 earnings on August 5, adding about 7,000 net new customers against the 9,000 to 10,000 it had guided;

the stock fell 19% the next day. Management blamed its April pricing and sales-motion changes and more cautious buyers,
which exposes vulnerability in their sales cycles.

® July 2026
Launched Agent Hub as the single home for HubSpot's Al agents and added a Microsoft Ads integration covering reporting,

attribution and workflows. This consolidates agent management and extends HubSpot's ad attribution beyond Google, Meta
and LinkedIn.

@® June 2026
Renamed Commerce Hub to Revenue Hub on June 16 and expanded it into quote-to-cash: CPQ quoting with approvals,

contracts, subscription billing, invoicing and payments. This strengthens their functional capabilities in live pitches against
dedicated CPQ vendors.

® April 2026
Moved Customer Agent to $0.50 per resolved conversation (from $1.00 per conversation) and Prospecting Agent to $1.00

per lead recommended for outreach, both paid in HubSpot Credits, effective April 14. This makes Al spend scale with usage,
which buyers must forecast.
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06 Business Model Deep Dive

HubSpot operates a classic land-and-expand SaaS model, heavily reliant on inbound marketing to funnel users into free
CRM tools. Monetization occurs when users upgrade to Starter, Professional, or Enterprise tiers across distinct "Hubs"
(Sales, Marketing, Service). Switching costs are exceptionally high once a company centralises its data in the proprietary
"Smart CRM." Crucially, HubSpot has added a secondary monetization vector: Al consumption through a shared monthly
pool of "HubSpot Credits," which since April 2026 includes outcome-based pricing for its Customer Agent and Prospecting
Agent. Clients first pay per-seat licensing fees (e.g., $100 per seat per month for Sales Hub Professional on monthly billing,
$90 on annual billing) and then pay for Al actions in HubSpot Credits. For instance, a resolved customer conversation
costs 50 credits ($0.50), while a prospecting lead recommendation costs 100 credits ($1.00). Because included credits
reset monthly and do not roll over, HubSpot secures recurring revenue while clients with variable volume must either buy
extra capacity or see credit-based features pause until the next reset.

EXHIBIT 5 Revenue streams

Subscription Revenues (Hubs)
Al Consumption Credits

The split of revenue by stream is not publicly disclosed, so no shares are shown.

o7 Strengths

The Single-Codebase Advantage
HubSpot was built organically, not stitched together via acquisitions. Its Smart CRM data layer is shared natively between

marketing, sales, and service tools, allowing mid-market buyers to avoid the costly API integrations and middleware required
by enterprise rivals.

Unmatched User Adoption
With a 4.7/5 (Apple App Store Rating (US), Sep 2026) and intuitive desktop UX, HubSpot consistently defeats clunky legacy

systems on user adoption. In live pitches, they effectively sell to the end-user (reps and marketers) rather than just the IT
buyer.

Mid-Market Domination
HubSpot owns the sweet spot between entry-level tools and heavy enterprise suites. They offer "good enough" CPQ, routing,

and reporting functionality to satisfy scale-ups without triggering the large systems integrator (Sl) fees associated with
Salesforce.

Seamless Al Integration
Rather than selling Al as an abstract add-on, their September 2026 UNBOUND updates embedded agents directly into

existing daily workflows (e.g., Marketing Studio, Context Home), making Al immediately actionable for non-technical users.
08 Weaknesses and Vulnerabilities
Al Cost Escalation

The unified HubSpot Credit system is hard to budget. Included credits reset monthly and do not roll over, extra capacity must
be bought, and outcome-based charges (e.g., $1 per recommended lead) stack on top of base seat licenses.
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Tier Gates
HubSpot's Customer Agent and Prospecting Agent are available to Professional and Enterprise customers, so buyers on

lower tiers must upgrade to use them. This frustrates buyers who only want Al for a subset of their workforce.

The HubSpot Data Silo
HubSpot's Al agents work from data held in HubSpot. Data in external warehouses like Snowflake, BigQuery or Redshift

must first be synced in through Data Studio, and the warehouse connectors require a Data Hub Enterprise subscription,
which limits upmarket flexibility.

Sales Cycle Friction
The Q2 2026 customer growth miss showed friction: management said its April pricing and sales-motion changes, together

with cautious buyers, pushed more deals into longer committees needing C-suite or board sign-off. Their historical strength,
fast self-serve purchasing, is under pressure as Al pricing adds complexity.

EXHIBIT 6 SWOT summary

STRENGTHS WEAKNESSES

 Single-codebase architecture enabling smooth cross-hub data » Monthly-resetting Al credit system makes Al spend hard to
flows budget

» Exceptional user adoption and intuitive desktop/mobile UX » Customer and Prospecting agents sold only on Professional

« Dominant brand presence in the SMB and mid-market and Enterprise tiers

segments » External warehouse data must be synced into HubSpot before
agents can use it

OPPORTUNITIES THREATS

» Capturing ad spend and attribution via ChatGPT Ads and » Enterprise incumbents offering flat-rate or heavily bundled Al
Microsoft Ads integrations pricing

 Displacing dedicated billing software with the new Revenue » Prolonged software buying chill extending mid-market sales
Hub CPQ cycles

* Winning Salesforce enterprise churners exhausted by heavy Sl * App marketplace attrition as native Al tools replace third-party
fees integrations

09  Competitive Positioning

HubSpot sits squarely between volume-driven SMB platforms (Zoho, ActiveCampaign) and heavy enterprise
infrastructure (Salesforce, Microsoft Dynamics). Against Salesforce, HubSpot positions itself as the agile, low-overhead
alternative, winning on implementation speed and intuitive UX. Against lower-tier tools, it pitches superior scalability
and ecosystem maturity. While its core positioning remains highly durable for scaling mid-market companies, its move
upmarket faces tougher scrutiny. Buyers evaluating HubSpot against enterprise giants in late 2026 need to account for
the fact that HubSpot's agents rely on data synced into HubSpot, which can shift the competitive dynamic in favour of
open-architecture rivals.
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EXHIBIT 7 Competitive position against the industry average

HubSpot - SaaS & Software

Analyst scores, 0 to 10

Il Company == |ndustry average

DIMENSION

COMPANY VS AVG

Brand Strength
Market Reach
Tech & Innovation
Talent & Culture

Product Depth

o
(9]

Pricing Power

Sorted by the gap to the industry average: advantages first. Scores are analytical judgments, not measured data.

10 Strategic Implications

9vs 6

8vs7

8vs7

8vs7

7vs 8

6vs7

+3

+1

+1

+1

For sales teams and consultants pitching against HubSpot, the current environment is target-rich. HubSpot's management

has said its April pricing and go-to-market changes, together with cautious buyers, lengthened its sales cycles. Treat this

brief as a battlecard and execute the following three moves in live deals:

1. Audit the Credit Math

Force the prospect to model HubSpot's consumption pricing at full scale. Show the CFO how a $100/seat license grows

when 100-credit Al actions are layered on, and pitch your solution's predictable, flat-rate bundling as the safer financial

choice.

2. Attack the Data Silo

Ask the prospect where their product usage or financial data lives. When they say "Snowflake" or "AWS," point out that

HubSpot's agents can use that data only after it is synced into HubSpot, and that the warehouse connectors require Data

Hub Enterprise. Position your platform as a truly agnostic enterprise layer.

3. Exploit the Upgrade Gate

Highlight that HubSpot's Customer Agent and Prospecting Agent are sold only on Professional and Enterprise tiers. Offer

the prospect flexible, modular licensing that gives Al access only to the users who actually need it, breaking HubSpot's

"all-in-one" lock-in.

11 Watch Areas

November 2026, expected

Q3 FY26 Earnings Release. Watch net new customer additions against management's reduced outlook of about 5,000 to

6,000 a quarter; a second consecutive miss would suggest that pricing resistance is a lasting trend, not a one-quarter blip.

Next 6 Months

Revenue Hub Adoption. Monitor the uptake of their new CPQ and automated quoting tools. High adoption signals they are

successfully boxing out dedicated billing software competitors.

Next 6 Months

Al Credit Adjustments. Watch for silent discounting or roll-over allowances being introduced to the HubSpot Credit system.

This would indicate severe churn threats from mid-market CFOs.
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Next 12 Months
Ecosystem Attrition. As HubSpot's native agents absorb more functionality (e.g., prospecting, data enrichment), watch if

major ISVs abandon the HubSpot App Marketplace.

Next 12 Months
Upmarket Logo Churn. Track if newly acquired enterprise clients downgrade or churn because HubSpot's agents depend on

data synced into HubSpot rather than proprietary external data warehouses.

EXHIBIT 8 Risk matrix Probability and impact, each 1 to 5
IMPACT #  RISK CATEGORY P I SCORE
5 a 1 Need to sync external warehouse data (e.g., Operational 5 5 25 High
Snowflake) into HubSpot handicaps upmarket
deals
4 © 0o
2 CFO resistance to consumption-based Al credit Financial 4 4 16 High
3 ° pricing
3 Salesforce Agentforce bundling suffocates Market 3 4 12 Medium

HubSpot's mid-market momentum

1 4 Pro/Enterprise-only agents alienate Market 4 3 12 Medium

budget-conscious SMBs
1 2 3 4 5
PROBABILITY

Ranked by probability times impact. Numbers in the grid match the table.

12 Competitive Threat Score

EXHIBIT 9 Competitive threat score Out of 10
8 /10 —
HIGH THREAT Low (1 to 3) Moderate (4 to 6) High (7 to 10)

HubSpot remains a highly dangerous competitor due to its best-in-class user experience, unified codebase, and large
installed base of loyal marketers. It is profitable on a GAAP basis with strong free cash flow, and the September 2026
UNBOUND updates modernized the platform for the Al era. However, the score is capped at an 8 because the company is
currently suffering from self-inflicted go-to-market friction. Management tied the Q2 2026 slowdown to its own April pricing
and sales-motion changes, and its expiring monthly credit system gives more flexible rivals a total-cost-of-ownership
angle.

13 Analyst Note and Data Confidence

Confidence is HIGH. Financial actuals, employee counts, and Q2 2026 performance metrics were sourced directly from
SEC filings (10-K FY2025, Q2 2026 Earnings Release). Recent strategic shifts, including the retirement of the Breeze
umbrella brand and the mechanics of the HubSpot Credit system, were verified against HubSpot's announcements,
knowledge base and pricing documentation. The primary data gap is the exact total debt figure, which was absent from
the tagged XBRL feed. This brief is Al-assisted analysis; pitch teams should use discovery calls to independently verify
exactly which HubSpot tier and credit package the prospect is evaluating to tailor the pricing attacks recommended in
Section 10.
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14 Specific Question Analysis

THE QUESTION
How exposed is HubSpot's move upmarket to Salesforce and Microsoft bundling CRM with Al agents, and where does
HubSpot still win?

THE SHORT ANSWER

HubSpot faces high exposure in the enterprise segment where Salesforce and Microsoft bundle Al
deeply with large external data estates, but HubSpot still decisively wins in the mid-market where
buyers prioritize rapid deployment and single-codebase usability over complex custom integrations.
Confidence: High.

THE EVIDENCE

1. HubSpot's agents work from data held in HubSpot; data in warehouses such as Snowflake, BigQuery or Redshift must
be synced in through Data Studio, and the warehouse connectors require Data Hub Enterprise - HubSpot Knowledge
Base, Sep 2026

2. HubSpot added about 7,000 customers in Q2 2026 vs the 9,000-10,000 it had guided, citing its April pricing and
sales-motion changes and cautious buyers whose deals now need C-suite or board sign-off - Q2 2026 Earnings Call,
Aug 2026

3. At UNBOUND 2026 HubSpot retired Breeze as an umbrella brand and shipped Marketing Studio, Agent Hub and four
marketing agents in public beta, built into its existing platform for mid-sized teams without heavy IT support - UNBOUND
2026 Release, Sep 2026

THE CONFIDENCE CAVEAT

The exact win-rate attrition against Salesforce's newest agent frameworks in Q4 2026 is still developing; Q3 earnings in
November will confirm if the Q2 customer growth slump was a momentary adjustment to the new Al pricing model or a structural
loss to enterprise bundles.

THE RECOMMENDED ACTION

In competitive deals, map the prospect's data architecture early; if they rely heavily on non-CRM data sources, position
Salesforce or a specialized enterprise stack as the stronger Al option, framing HubSpot as atool whose agents depend
on data synced into it.
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A Raw Data Appendix

HubSpot - SaaS & Software

Mechanical data extracted during research. Verify against primary sources before relying on any figure.

Current website hero headline
Current website tagline

Pricing page structure

Key product features listed on website

Active job postings detected
Estimated web traffic tier

App store presence

LinkedIn company page followers
Last detected pricing change

Last detected product launch

Last detected hiring surge or freeze

Last detected rebranding or major
messaging change

Registered legal company name

Relevant company identifier or registry
number

Registered office address

Date of incorporation

Company type

Major registrations or licences if relevant
Key executives

Board of directors

Investor list

Subsidiaries or group companies

Pending insolvency, litigation, or regulatory
proceedings

Latest revenue figure with source and fiscal
year

Latest net profit or loss figure with source
and fiscal year
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Not publicly available
Not publicly available

Tiered by Hub (Marketing, Sales, Service, Content, Data, Revenue) and Level (Free,
Starter, Professional, Enterprise) with add-on Al Credit consumption.

Smart CRM, Marketing Studio, Agent Hub, Revenue Hub, Context Home, HubSpot
Contracts.

Not publicly available

Not publicly available

Apple App Store (4.7/5), Google Play Store (4.5/5)
Not publicly available

June 2026 (Introduction of Revenue Hub)

September 2026 (Marketing Studio, marketing-focused Agent Hub, four marketing agents
in public beta, ChatGPT Ads integration)

Not publicly available

September 2026 (Retired Breeze as an umbrella brand; the INBOUND conference ran as
UNBOUND 2026)

HubSpot, Inc.

CIK 0001404655

2 Canal Park, Cambridge, MA 02141

Formed as a limited liability company on April 4, 2005 and converted to a Delaware
corporation on June 7, 2007 10-K FY2025

Delaware Corporation
Not publicly available
Yamini Rangan (CEO)
Not publicly available
Not publicly available
Not publicly available

Not publicly available

$3,131.27 Mn - FY25 Reported Revenue, SEC (Sourced 10-K FY2025)

$45.91 Mn - FY25 Net Income, SEC (Sourced 10-K FY2025)
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Latest EBITDA figure if available Not publicly available

Valuation at last funding round with date Not publicly available

Total funding raised to date Not publicly available

Cash or reserves estimate if available $1,337.94 Mn - Cash and Short-term Investments, SEC (Sourced Q2 FY26 Earnings)
Revenue growth rate year on year if 19.8% (Q2 FY26 vs Q2 FY25)

calculable

Net margin if calculable 1.47% (FY25)

IMPORTANT DISCLAIMER

This brief was written by Al in CompEdge, from publicly available sources. It can contain mistakes. Check important facts against primary sources
before you rely on them.

This brief is not investment, legal, financial or other professional advice. Generated by CompEdge on September 30, 2026.
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