Customer Success

Strategy: Goals,
Choices, and Tradeoffs

* CSis a proactive, revenue-focused
(A operating model — not a renamed
support desk

RETENTION EFFICIENCY

}” * Goal: a defensible way to set goals,
@ choose models, accept tradeoffs
e Arc: Goals = Choices = Tradeoffs

—+—  * Core tension: if you can't name what
é you underinvest in, you lack a real
33 strategy
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® Reactive queues and
renewal checklists leave
CS with an undefined
mandate

e Activity metrics like
tickets closed measure

effort, not results

_ ,g/ / Strong goals tie to
T LN @ revenue or churn risk

N

and force prioritization

time-to-value, expansion
pipeline

Uhl: ADEEI:E? ¢ High-signal examples:
S NRR, GRR, logo retention,




Outcome Metrics vs. Activity Metrics

Activity Metrics Outcome Metrics

0 QBR completion Measure what

o Check-ins

o Tickets resolved

moves the business

Focus on what matters

Activity metrics measure effort: QBR
completion, check-ins, tickets resolved

Outcome metrics measure results: GRR,
NRR, logo retention, expansion ARR

Perfect QBR coverage with 30% churn is
a real failure pattern

Report outcome metrics to leadership;
keep activity metrics as diagnostics

Each primary goal gets one outcome
metric with one named owner




The Core Goal Tradeoffs:
Retention vs. Growth vs. Efficiency

® Three goals to balance: RETENTION

retention, growth, and efficiency

® High-touch retention coverage
can destroy efficiency

® Aggressive expansion pushes
CS toward sales behavior

® Tradeoff triangle: maximize
two goals, not all three

@

Name which goal loses when
capacity is constrained

GROWTH EFFICIENCY



Strategic Choice One:
Segmentation Before Coverage

» Segment by growth potential,
product complexity, and

risk—not ARR alone

* Revenue-only tiering misses
E;ED expansion potential in

mid-size accounts

/J' * High expansion potential
justifies higher-touch
investment regardless of ACV

» Choose coverage based on
each segment's needs, not
current team capacity

/‘N e Review tier boundaries
quarterly based on
~_/

NRR per tier




Coverage Models: High-Touch, Low-Touch, Tech-Touch, Hybrid

¢ High-touch: named CSM, 1:5-15;
ideal for complex products, high
expansion potential

e Low-touch: 1:50-150,
automation-triggered human
intervention

* Tech-touch: 1:200-500+,
digital-first, automated onboarding
and pooled escalation

* Most companies land on hybrid:
high-touch top tier, low-touch
middle, tech-touch long tail

_ ¢ Complexity and expansion potential,
HIGH-TOUCH LOW-TOUCH J§ TECH-TOUCH j§ HYBRID" | not just ACV, should drive the model




Strategic Choice Two:
Team Design and Reporting Lines

OPERATIONS MARKETING
’/,

-
-
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-
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® Organize CS by segment, product
line, lifecycle stage, or geography

REVENUE
\. FUNCTION

e Each structure creates different
handoff and incentive patterns

.-"
J-..
-

® Critical choice: report to Sales,

Operations, Marketing, or stand \
as revenue function

e Shift thinking from "best org chart"
to "accepted tradeoffs"

CUSTOMER
SUCCESS

e Trend: CS as revenue function, )

but leader matters more than @ THE DECISION LEDGER
the box

@ What we gain

@ What we trade off

@ What it takes to succeed

@ How we will measure success




Strategic Choice Three: Playbooks and Motion Design

—

¢ Playbooks are repeatable

workflows triggered by From Signal to Impact
observable signals: onboarding, Vv
adoption, risk, expansion,
renewal. N
o CS-led growth is an alternative O /17
to sales-led or product-led @ & - 8
growth; expansion becomes a B Q - B
CS motion, not a sales rescue.
Runbook Owner Primary KPI Handoff Rule
o MooEplyamalonisenent o e, Mmeend WOSEGE (Thene BUTES
trigger, runbook, owner, primary o runbook is accountability. tracked. and how the play
KPI, handoff rule. signal occurs. ErEae DAL
AN 1

» Key tradeoff: automation scales \ ,
coverage but can reduce e Signals evolve. Plays adapt. il i

intimacy and early warning
signal strength.




The Cost of Choice: Capacity and Coverage Ratios

® Every choice consumes capacity,

A CSM’s Time (Capacity)
Gets Divided as Playbooks Multiply

attention, and budget

® Coverage ratio: accounts or ARR per CSM

® Benchmarks: Strategic 1:5-15,

All capacity
Enterprise 1:20-40, Mid-Market 1:40-80, focused on core

SMB/Tech-Touch 1:200-500+ -

® Healthy CS cost: 8-15% of ARR; i )

above 15% signals misalignment

More playbooks. Smaller slices.

® High-touch expansion quietly reduces Less time for what matters most.
at-risk detection time

@

The Capacity Tradeoff Scale
More Choices Less Capacity per Choice O
Broader coverage, nm——— ) s— | 55 depth, oy

more initiatives, slower response, D:y
more playbooks higher at-risk




Health Scores as
Encoded Strategy

e Health scores encode assumptions
about what predicts churn and growth

e Most fail to predict churn: median
accuracy below 65%, 73% fail backtesting

Avoid over-weighting logins, using
sentiment as a leading signal, or
never backtesting

e Use 4-6 weighted signals, recalibrate
quarterly against real churn events

e A metric without a corresponding action
is a vanity metric; a health band without
an intervention is just décor

@0 ®a®




Metrlcs as a Mirror of Strategy

B B (O &

Do

- The metrics a team reports
reveal which tradeoffs the
organization has accepted

- NRR tells the growth story;
GRR strips expansion away
to show underlying churn

- An NRR of 115% with a
GRR of 82% means expansion
is masking severe base churn

- Dashboard proliferation
is a symptom of
unclear strategy

- Each primary goal should
have one clear metric
with one owner

The gap
reveals what

NRR o3 4 GRR

Tells the Strips expansion away
growth story to show underlying
R L LR ke churn

The Decision Ledger

A running record of the
tradeoffs we've chosen—
and the metrics that

reflect them.



From Strategy to Operating Reality: A Decision Template

Step 1: State the \
primary CS goal and N
name two goals
deliberately deprioritized

Step 2: Choose
segmentation and
coverage models
for each tier

Step 3: Define
playbooks and
triggers for each
segment

Step 4: Assign
metrics, owners, and
capacity being
reallocated

. Role-play: Mid-market
.\ churn with limited CSM
7 capacity forces explicit
tradeoffs




Case Application: Mid-Market Churn Under Capacity Constraint

$30M ARR, 8 CSMs, From: 8 CSMs covering all accounts

| /‘7I 350 accounts, 1:44 ratio;

* Option A: hire to
8)( maintain ratio —

slow and costly

¢ Option B: 3 CSMs on '

PP\Q\ top accounts, 4 pooled To: Redistributed for impact
mid-market, 1 on digital
onboarding
/g * Result: 4x focus on top, N
@ faster mid-market, Top Accounts Mid-Market Pool Digital Onboarding
d|g|ta| for the rest 3 CSMs dedicated 4 CSMs pooled 1 CSM dedicated
_O * Lesson: redesign
‘s’ coverage before hiring
The Capacity Tradeoff
Depth & Focus _ ‘ Breadth & Reach
@ (High Touch) < : 513 ' > " (Scale)




Key Takeaways

and FirSt MOVGS A GOALS

Define where
we want to go.

* Goals create clarity, choices > ACTION: Define
'S onecleargoal
create coverage, tradeoffs S
create honesty S
* No real strategy unless you can CHRICES 2
; ; Choose how we ]
name what you underinvest in willhesmsete: 4
* Attendees: identify one g ACTION: Choose
conflicting goal and state '\ Sl e
the tradeoff <~
® . s
Leaders: map one segment TRADEOEFS S
and playbook to a coverage B B s \
decision will not do. b
® Strategy is revisable; make . AeTIoN*Narfeone . 4
tradeoffs visible before the s underinvestment
quarter forces it 7
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