
 

Revenue Retention Strategy Audit 

Is Your Retention Strategy Reactive or Proactive? 

Most SaaS companies treat revenue retention like a game they play during renewal season. 
Customers are fine for months, then suddenly there’s urgency around the deal. 

The problem? By then, your options are limited. 

This audit will help you assess whether your retention strategy is truly proactive - 
systematically optimizing retention throughout the customer lifecycle - or whether you’re 
relying on reactive firefighting during renewals. More importantly, it will identify which 
levers drive the biggest revenue impact and where to focus first. 

 

Why Reactive Retention Fails 

Before we dive into the audit, it’s important to understand what separates proactive from 
reactive retention strategies: 

The Reactive Trap 

Reactive companies:  

• Discover retention problems 30-60 days before renewal  

• Win rate on save attempts drops to 20-30% (you’re negotiating from weakness)  

• Focus on “deal management” rather than “customer success”  

• Make retention decisions without data (gut feel, anecdote, crisis mode)  

• Treat GRR and NRR as lagging indicators - only visible after the fact 

Cost: You’re typically leaving 5-10% in preventable revenue on the table annually. A 
company with $50M ARR losing an extra 5% due to reactive retention leaves $2.5M on the 
table every year. 

The Proactive Difference 

Proactive companies:  



• Identify at-risk customers 60-90 days before renewal using leading indicators  

• Win rate on save attempts reaches 60-80% (you have time to fix the problem)  

• Focus on “customer health” throughout the entire journey  

• Make retention decisions based on validated health metrics and segmented 
playbooks  

• Use health scores and engagement metrics as early warning systems 

Benefit: Each 1% improvement in GRR translates directly to retained revenue. Each 1% 
improvement in NRR can increase company valuation by 8-12%. 

The difference between proactive and reactive isn’t about better CSMs. It’s about 
intentional infrastructure. 

 

The Revenue Retention Strategy Audit 

This audit helps you assess your organization’s maturity across five critical pillars of 
retention strategy. Answer honestly; these questions reveal where systematic 
improvements will drive the most revenue impact. 

SECTION 1: Health Scoring & Risk Identification 

Question 1: Do you have a validated health scoring system? 

Select the option that best describes your organization: 

A) Yes. We have a multi-dimensional health score that we’ve validated against 
historical churn data.  

- We track 5-8 health attributes (adoption, engagement, sentiment, business value, 
relationship strength, etc.)  

- Attributes are weighted based on their statistical correlation to churn  

- Health scores are segmented by customer tier (enterprise vs. SMB scoring is different)  

- We’ve tested that health scores actually predict renewal outcomes - Scores drive 
automated alerts and playbook triggers 

B) Partially. We have health scoring, but we haven’t validated whether it predicts 
churn.  

- We track health in our CS platform (Gainsight, ChurnZero, Totango, etc.)  

- Scoring is mostly activity-based or subjective (CSM gut feel)  

- We haven’t compared historical health scores to actual churn outcomes  



- Scores are helpful for tracking but not predictive 

C) No. We don’t have systematic health scoring.  

- We rely on CSM anecdotes and intuition  

- Health might be tracked in CRM but isn’t standardized  

- Different CSMs use different criteria  

- We don’t have an early warning system 

Why this matters: 

Health scores are your early warning system. Without validated health scoring, you 
discover most churn at renewal time, when your win rate drops to 20%. With validated 
scoring, you catch risk 60-90 days earlier, when your win rate can reach 60-80%. 

The data: Teams that implement validated, predictive health scoring and actually act on 
those signals typically see a 2–5 point improvement in GRR within the first 12 months, with 
larger gains (5–10 points) for segments that start from weaker baselines. The lift comes 
from higher save rates on at‑risk accounts, not from “heroic” renewal pushes. 

How to move from C → B → A: 

Start with your last 20 churned customers. Look back at their health trajectory over the 12 
months before they churned. What signals appeared 90 days before churn? 60 days? Which 
signals were most predictive? 

Common predictive signals:  

- Usage declined (seats inactive, features unused, login frequency dropped)  

- Engagement dropped (fewer QBRs scheduled, CFO stopped attending, stakeholders 
disengaged)  

- Support sentiment shifted (more frustrated tickets, escalations increased)  

- Business metrics stalled (ROI targets missed, adoption slowed)  

- Competitive intelligence (they started evaluating alternatives) 

Once you identify predictive signals, build them into a systematic score. Test whether that 
score actually predicts churn on your next 30 customers. If it does, you have your health 
framework. 

Status: ☐ A ☐ B ☐ C 

 

Question 2: What percentage of at-risk customers do you identify 60+ days before 
renewal? 



Select the option that applies: 

A) 70%+ of at-risk customers. We catch most risk early.  

- Health scoring flags decline well before renewal window  

- We have documented intervention playbooks for different risk types  

- Proactive outreach is standard (not reactive crisis management)  

- We track whether interventions actually work 

B) 30-70% of at-risk customers. We catch some early, many surprise us.  

- Health scoring works for some customers but not consistently  

- We often discover problems 30-60 days before renewal  

- Some customers churn without warning signals  

- Mix of proactive and reactive management 

C) Less than 30% of at-risk customers. Most churn surprises us.  

- We discover most churn at renewal time or shortly before  

- No systematic early warning system  

- Retention efforts are reactive firefighting  

- We don’t know why we missed the signals 

Why this matters: 

Timing fundamentally changes win rates: 

• 90 days out: You have time to diagnose the problem, implement a fix, and 
demonstrate value. Win rate: 60-80% 

• 60 days out: You have time to address most issues. Win rate: 50-70% 

• 30 days out: You’re negotiating. Win rate: 30-50% 

• At renewal: You’re in crisis mode. Win rate: 10-20% 

On a typical $50M ARR company with ~200 renewal accounts, if 30% are flagged as at-risk 
and your current save rate is 25%, a shift to 50% save rate on those at-risk accounts 
(realistic with early intervention) means an additional $3-4M in retained revenue annually. 
The difference between discovering problems early vs. late is the single highest-impact 
retention lever 

How to move from C → B → A: 

This requires: (1) validated health scoring (Question 1), (2) documented intervention 
playbooks for different risk scenarios, (3) CSM discipline to act on alerts rather than ignore 
them. 



Start with your upcoming renewals in the next 90 days. Mark which accounts show health 
decline. For each, ask: “Did we have early warning signals?” If yes, why didn’t we intervene? 
If no, what signal should we have been watching? 

Once you’ve done this analysis, you’ll see the gaps in your health system. Fill them. 

Status: ☐ A ☐ B ☐ C 

 

SECTION 2: Intervention Playbooks & Proactive Engagement 

Question 3: Do you have documented playbooks for different churn scenarios? 

Select the option that fits your organization: 

A) Yes. We have segment-specific playbooks for common risk scenarios.  

- We’ve identified 3-5 common churn drivers (adoption gaps, executive misalignment, 
budget pressure, competitive threat, organizational change)  

- For each driver, we have a documented play with specific actions, talk tracks, success 
criteria  

- Playbooks vary by customer segment (enterprise plays ≠ SMB plays)  

- CSMs follow playbooks consistently; we track outcomes 

B) Partially. We have some playbooks, but execution is inconsistent.  

- Some common scenarios are documented (e.g., “when health drops”)  

- Playbooks exist but CSMs don’t always follow them  

- No consistency in approach across team  

- We don’t track whether plays actually work 

C) No. We don’t have documented intervention playbooks.  

- When a customer is at risk, it’s ad-hoc (CSM calls them, manager jumps in)  

- Different people take different approaches  

- No structure; no predictability; no learning  

- Every at-risk situation feels like a crisis 

Why this matters: 

Documented playbooks accomplish three things: 

1. Consistency: All at-risk customers get thoughtful intervention, not dependent on 
which CSM manages them 



2. Speed: You execute faster because you’re not figuring out the approach for the first 
time 

3. Learning: You can measure which plays work and which don’t, then scale what 
works 

Companies with documented playbooks see 30-40% improvement in save rates because 
the intervention is systematic rather than reactive. 

How to move from C → B → A: 

Document your next 10 save attempts (when you intervene with an at-risk customer). For 
each:  

- What was the root cause of risk? (adoption gap, budget pressure, etc.)  

- What did you do? (what actions did you take?)  

- What was the outcome? (did they renew?) 

After 10 saves, you’ll see patterns. Certain approaches work for certain problems. Some 
don’t. 

Take your top 2-3 most common risk scenarios and write down your ideal play:  

- What’s the root cause diagnosis?  

- What initial actions should CSM take (email, call, meeting request)?  

- What’s the conversation framework?  

- Who else should get involved (manager, founder, product)?  

- How do you measure success? 

Once you’ve documented 3-5 playbooks, train your team on them. Then measure whether 
following playbooks actually improves save rates. 

Status: ☐ A ☐ B ☐ C 

 

Question 4: What’s your customer engagement depth across the customer journey? 

Select the option that describes your organization: 

A) Deep engagement across the full journey.  

- Onboarding includes value realization discussions with champions and stakeholders  

- 30-90 days post-implementation, you document business outcomes and ROI  

- Quarterly business reviews (QBRs) are standard for enterprise/mid-market customers  

- Executive engagement is regular (annual business reviews, C-level conversations)  



- You continuously validate that customer is achieving desired business outcomes 

B) Moderate engagement, inconsistent timing.  

- You conduct some QBRs (enterprise only, or only when renewing soon)  

- Engagement varies by CSM and customer segment  

- Some customers get proactive business outcome conversations; others don’t  

- Gaps between “we care about their success” and “we actually demonstrate it” 

C) Minimal or reactive engagement.  

- QBRs only happen at renewal time  

- Most communication is reactive (they reach out with problems)  

- Limited conversations about business outcomes or ROI  

- Engagement increases dramatically as renewal approaches 

Why this matters: 

Engagement depth predicts retention. Customers who have regular conversations with 
you about their business outcomes, future needs, and ROI are stickier than customers you 
only talk to at renewal time. 

More importantly: customers who feel consistently engaged don’t leave suddenly. They 
give you warning signs early. Disengaged customers churn without notice. 

The engagement → retention chain: 

Deep engagement → customers feel valued → customers proactively share concerns → you 
catch problems early → save rate increases 

Minimal engagement → customers feel transactional → customers don’t share concerns → 
you’re surprised at renewal → save rate drops 

How to move from C → B → A: 

This requires intentional planning. Document your engagement calendar: 

• Month 1-2: Onboarding and value realization (with champion and stakeholder 
discussions) 

• Month 3: Post-implementation check-in (measure adoption, ROI against baseline) 

• Month 6: Mid-year business review (are they on track? any needs emerging?) 

• Month 9: Executive outreach (C-level conversation about strategic value) 

• Month 11: Pre-renewal business review (validate continued fit, identify expansion) 



For each touchpoint, define: who should attend, what's the agenda, what outcomes should 
we discuss, how do we document progress. Then assign ownership and track completion. 

Why it matters: A structured engagement calendar creates multiple opportunities to catch 
problems early and build stickiness. When combined with health scoring and intervention 
playbooks, it typically contributes 2-4 points of GRR improvement because you're building 
trust and catching issues before they become renewal crises 

Status: ☐ A ☐ B ☐ C 

 

SECTION 3: Expansion & Revenue Growth 

Question 5: Do you have a systematic approach to identifying and closing expansion 
deals? 

Select the option that fits your organization: 

A) Yes. We have a systematic expansion strategy.  

- We’ve defined expansion scenarios (add-on products, tier upgrades, seat expansion, 
multi-year deals)  

- We identify expansion opportunities systematically (not opportunistically)  

- We have qualification criteria for which opportunities to prioritize  

- There’s clear ownership (CS owns identification, Sales/AM closes, compensation tied to 
expansion)  

- We track expansion pipeline, conversion rates, and contribution to NRR 

B) Partially. Expansion happens opportunistically.  

- Some expansion deals close, but it’s not systematic  

- Opportunities are found ad-hoc by CSMs  

- No clear prioritization or qualification criteria  

- Unclear who owns closing the deal (CS or Sales?)  

- No expansion pipeline or tracking 

C) No. Expansion is not a strategic focus.  

- Expansion happens if customers ask for it  

- CSMs don’t actively surface opportunities  

- No dedicated ownership or process  

- NRR is stagnant (stuck at 100-105%)  



- Expansion is left on the table 

Why this matters: 

Expansion revenue is the most efficient revenue in SaaS. It costs 3-5x less to acquire 
expansion revenue than new customer revenue. It closes 3-5x faster. It has 60-70% win 
rates vs. 20-30% on new business. 

Yet most companies treat expansion as a bonus rather than a systematic lever. The result? 
NRR stagnates at 100-105% when best-in-class sits at 120-130%. 

The math: A $50M ARR company with 100% NRR grows at the acquisition rate alone. A 
$50M ARR company with 120% NRR grows from both acquisition AND existing customers. 
That’s 2-3x growth advantage just from systematic expansion. 

How to move from C → B → A: 

1. Define expansion scenarios for your product: 

– Module add-ons (if you’re bundled, what else can they buy?) 

– Tier/feature tier upgrades (professional → enterprise) 

– Seat expansion (grow number of users) 

– Multi-year deals (commit longer to get better pricing) 

– Adjacent products (if you have product suite) 

2. Identify which scenarios apply to your customer base: 

– Analyze your most successful customers. What did they expand into? 

– Look at expansion deals that closed. What triggered them? 

– Define your top 2-3 expansion paths 

3. Create an expansion opportunity scorecard: 

– Which accounts are candidates? (product usage, business outcome 
achievement, stakeholder engagement, budget indicators) 

– Rank opportunities by deal size and probability 

– Create a qualified expansion pipeline 

4. Define the handoff: 

– CS identifies and qualifies opportunities 

– Sales or Account Manager closes the deal 

– Both are compensated for expansion revenue 

5. Track and measure: 

– Expansion pipeline (how many qualified opportunities?) 

– Conversion rate (what % of opportunities close?) 

– Average deal size 

– Contribution to NRR 

Once you have systematic expansion, your NRR will improve 5-10% within 12 months 
because you’re capturing revenue that was previously left on the table. 



Status: ☐ A ☐ B ☐ C 

 

SECTION 4: Metrics & Accountability 

Question 6: Do you have clear, segment-specific retention targets? 

Select the option that applies: 

A) Yes. We have specific GRR and NRR targets by segment.  

- Enterprise segment has target GRR and NRR  

- Mid-market segment has different targets (reflecting different economics)  

- SMB segment has targets adjusted for their churn profile  

- Targets are realistic (based on historical data) but ambitious  

- Individual teams and CSMs are accountable to targets  

- We review progress monthly and adjust as needed 

B) Partially. We have company-level targets but not segment-specific.  

- Company target: “achieve 90% GRR and 110% NRR”  

- But execution varies: enterprise achieving 95% GRR, SMB at 85%  

- No accountability at segment level  

- No view into what’s driving variance 

C) No. We don’t have specific retention targets.  

- Retention is important but not quantified  

- No specific goals; we’re just “trying to do better”  

- No clear accountability  

- Progress is measured subjectively (“we feel like it’s improving”) 

Why this matters: 

You optimize for what you measure. Without specific targets, retention remains vague 
and unmeasured. With targets, everyone knows what success looks like. 

More importantly: retention drivers vary by segment. Enterprise churn from poor 
implementation; SMB churn from lack of ROI demonstration. Generic targets miss these 
nuances. 



Companies that implement segment-specific targets and then tailor their retention 
strategies accordingly (different onboarding for SMB vs. Enterprise, different intervention 
playbooks, different engagement cadences) typically see 3-6 points of GRR improvement 
within 18 months as they address the specific friction points in each segment rather than 
applying one-size-fits-all approaches 

How to move from C → B → A: 

1. Analyze historical performance by segment: 

– What’s your enterprise GRR over last 3 years? NRR? 

– What’s your mid-market GRR? NRR? 

– What’s your SMB GRR? NRR? 

2. Identify root causes of variance: 

– Enterprise doing well - why? What’s your intervention? 

– SMB doing poorly - why? What’s missing? 

3. Set realistic but ambitious targets: 

– Enterprise: Can you move from 95% to 96% GRR?  

– Mid-market: Can you move from 88% to 90%? 

– SMB: Can you move from 82% to 85%? 

4. Cascade targets: 

– Company target broken into segment targets 

– Segment targets broken into team targets 

– Team targets broken into individual CSM goals 

5. Make it visible: 

– Dashboard showing progress vs. target monthly 

– Regular business reviews tracking progress 

– Compensation tied to retention targets 

Status: ☐ A ☐ B ☐ C 

 

Question 7: Do you systematically track and learn from win/loss data? 

Select the option that fits: 

A) Yes. We systematically analyze retention wins and losses.  

- We conduct exit interviews with churned customers (documented, systematic)  

- We analyze reasons by segment (enterprise churn drivers ≠ SMB drivers)  

- We identify preventable vs. unavoidable churn  

- We track what save attempts worked and which didn’t  

- We use this data to refine retention strategies quarterly 



B) Partially. We collect some win/loss data but don’t systematically analyze it.  

- We have exit interview notes in CRM but they’re anecdotal  

- We know some reasons customers churn but haven’t prioritized them  

- We don’t segment analysis by customer type  

- We don’t use data to systematically improve 

C) No. We don’t systematically track win/loss data.  

- Customer churn happens; we don’t do much analysis  

- CSM feedback is anecdotal (“they said budget got cut”)  

- No effort to systematically understand retention drivers  

- Each churn is treated as unique rather than part of patterns 

Why this matters: 

Win/loss data is your roadmap for retention improvement. Without it, you're guessing. 

The pattern principle: One customer churns for unique reasons. Twenty customers 
churning? There's a pattern worth addressing. 

Example: If 40% of your churned customers cite "slow time-to-value," that's a systematic 
onboarding problem. If you fix it, you might recover 2-4 points of GRR (depending on how 
many churned for other reasons). If 30% cite "lack of executive alignment," fixing that 
might recover another 2-3 points. 

Companies with disciplined win/loss analysis improve retention faster and more efficiently 
because they're fixing real problems in order of impact, not guessing. The specific GRR 
improvement depends on which problems you identify and how effectively you execute the 
fixes, but the discipline of analysis + prioritization + execution typically accelerates your 
overall GRR improvement trajectory by 6-12 months compared to companies that are 
fixing problems ad-hoc. 

How to move from C → B → A: 

1. Establish exit interview process: 

– When a customer churns, conduct a structured interview 

– Use consistent questions (discovery, usage, shift, root cause, comparison) 

– Document findings in consistent format 

2. Analyze for patterns: 

– After 20-30 exits, categorize reasons 

– Segment by customer type (what causes enterprise churn?) 

– Quantify each reason (40% cited X, 30% cited Y) 

3. Prioritize improvements: 



– Which churn driver affects most revenue? 

– Which is most preventable? 

– Which could be fixed quickest? 

4. Test improvements: 

– Fix #1 churn driver 

– Measure whether new customers churn less for that reason 

– Move to #2 driver 

5. Close the loop: 

– Quarterly analysis becomes standard 

– Data drives product roadmap, onboarding process, CS strategy 

– CSMs see that feedback creates action 

Status: ☐ A ☐ B ☐ C 

 

SECTION 5: Technology & Execution 

Question 8: Do you have the technology infrastructure to support proactive 
retention? 

Select the option that describes your organization: 

A) Yes. We have integrated infrastructure supporting proactive retention.  

- Customer Success Platform (Gainsight, ChurnZero, Totango, etc.) with health scoring  

- Usage analytics integrated (knowing what features customers use)  

- CRM integrated (relationship and deal history visible)  

- Automated alerts and playbook triggers  

- Dashboards showing health, risk, and expansion pipeline 

B) Partially. We have basic tools but they’re not fully integrated.  

- We have a CS platform but it’s mostly manual (health tracked but not automated)  

- Usage data exists but isn’t integrated into health scoring  

- Multiple disconnected systems (CRM, analytics, CS platform, email)  

- Some reporting works; other insights require manual work 

C) No. We lack core infrastructure.  

- We track relationships in CRM but no systematic health tracking  

- Usage data is separate from relationship data  



- Alerts and playbooks are manual (emails from manager)  

- Multiple manual processes; hard to scale 

Why this matters: 

Technology enables scale. Without integrated infrastructure, only your best CSMs can 
manage retention well (they use their own systems). With infrastructure, any CSM can 
execute well. 

More importantly: automation enables faster response. Manual health reviews happen 
quarterly. Automated alerts trigger daily. This speed matters - catching a problem 60 days 
before renewal instead of 75 days gives you more time to fix it. 

The real value: Infrastructure enables consistent execution of your retention strategy 
across all customers, not just your best-managed ones. A company implementing health 
scoring + playbooks + engagement without infrastructure might reach 88% GRR. The same 
company with infrastructure might reach 92% GRR because execution is consistent. The 2-
point difference comes from no customers falling through the cracks, not from the 
technology itself. 

How to move from C → B → A: 

This is an investment decision, not a quick fix. But the prioritization is: 

1. Implement Customer Success Platform (if you don’t have one) 

– Gainsight, ChurnZero, Totango are leaders 

– Essential for scaled CS 

– 3-6 month implementation 

2. Integrate usage analytics 

– Connect product usage to CS platform 

– Build health scoring incorporating usage data 

– This is high-impact (20% of infrastructure work, 40% of value) 

3. Automate alerts and playbooks 

– When health drops below threshold, auto-alert 

– Trigger playbooks based on risk type 

– This enables true proactivity 

4. Build integrated dashboards 

– Single view of customer health, risk, and expansion opportunity 

– Portfolio-level visibility for management 

– Individual account details for CSMs 

This is 6-12 month journey for most companies, but it’s foundational for scaled proactive 
retention. 

Status: ☐ A ☐ B ☐ C 



 

Score Your Retention Strategy 

Count your A answers across all questions: 

A Count Maturity Level What It Means Priority 

7-8 Proactive & 
Optimized 

Your retention strategy is 
mature. You’re identifying 
risk early, intervening 
systematically, and 
growing expansion. 

Focus on optimization 
and expansion growth. 

5-6 Transitional You have good intentions 
and some infrastructure, 
but execution is 
inconsistent. Scale is 
creating gaps. 

Pick 2-3 biggest gaps and 
address in next quarter. 

3-4 Reactive You’re managing retention 
during renewals rather 
than throughout the year. 
Significant revenue at risk. 

Urgent redesign needed. 

0-2 Crisis Mode Retention is reactive 
firefighting. You’re leaving 
10-20% revenue on the 
table. 

Systematic retention 
strategy is your #1 
priority. 

 

What Your Score Means 

7-8 A’s: Proactive & Optimized 

Your advantage: You’re in the top 20% of retention maturity. You identify risk early, 
intervene proactively, and drive expansion systematically. 

Your opportunity: Optimization and expansion. You have the infrastructure; now it’s 
about refining and scaling. 

Next moves:  

• Can you reduce intervention time (catch problems earlier)?  

• Can you improve expansion per customer (higher NRR)?  

• Can you automate more (free up CSM time for strategic work)?  

• Document your playbooks and scale them (if you grow team, they inherit your IP) 

 



5-6 A’s: Transitional 

Your situation: You’re on the right path but execution is inconsistent. You’ve likely hit 
$15M-$30M ARR and are feeling the tension. 

Your problem: Some customers get proactive retention management; others don’t. Some 
risk gets caught early; some surprises you. Inconsistency is your biggest issue. 

Why it happens: You built your retention approach reactively. Now that you’re larger, you 
need intention. 

The danger: You can’t scale inconsistently. At $50M ARR with reactive retention, you’re 
leaving $2-5M on the table annually. 

Next moves:  

1. Identify your 2-3 biggest gaps (likely health scoring, playbooks, engagement depth)  

2. Fix gaps systematically: - Health scoring: Build validated multi-dimensional model - 
Playbooks: Document 3-5 common scenarios and train team - Engagement: Create 
quarterly engagement calendar (QBRs, business reviews)  

3. Set segment-specific targets and cascade to team  

4. Integrate technology (CS platform + usage data + dashboards)  

5. Measure progress monthly and adjust 

Timeline: 6-9 months to move from Transitional to Proactive. 

Internal vs. External Support: 

You can do this internally with structured effort. But external support accelerates it. A 6-8 
week engagement compresses 6 months of internal work. 

 

3-4 A’s: Reactive 

Your situation: Retention is managed primarily during renewal season. You’re leaving 10-
15% in preventable revenue on the table. 

Your problem: Late intervention. You discover most churn 30-60 days before renewal 
when your win rate is 20-30%. By then, options are limited. 

Cost: On a $50M ARR company, 10% preventable loss = $5M annually. 

Why it happens: You lack early warning systems (health scoring), documented playbooks 
(intervention strategy), and systematic engagement (ongoing value demonstration). 

Next moves:  

1. Implement health scoring immediately (this is your highest-impact lever)  



2. Conduct exit interviews on last 20 churned customers; identify top 3 churn drivers  

3. Document intervention playbooks for top 3 scenarios  

4. Create engagement calendar (quarterly QBRs at minimum)  

5. Implement CS platform (if you don’t have one) 

Timeline: 4-6 months to move to Transitional; 10-12 months to reach Proactive. 

This requires external support. You’re too reactive to fix this alone while running the 
business. A systematic retention strategy engagement will deliver:  

• Health scoring framework and implementation  

• Churn root cause analysis  

• Intervention playbook development - Engagement calendar design  

• Technology recommendations  

• 90-day execution roadmap 

 

0-2 A’s: Crisis Mode 

Your situation: Retention is not a strategy; it’s crisis management. You’re flying blind. 

Your problem: No early warning system, no systematic interventions, minimal 
engagement. You don’t know why customers churn until they’re gone. 

Cost: On a $50M ARR company, 15-20% preventable loss = $7.5-10M annually. 

Why this matters: At this maturity level, every percentage point improvement in GRR 
equals millions in revenue and increases valuation multiples significantly. 

Urgency: This is your highest-priority project. Everything else is secondary. 

Next moves (in order):  

1. Retain an external consultant immediately for retention strategy engagement  

2. Commit 6-8 weeks to systematic redesign  

3. Don’t try to fix this while running the business; you won’t have capacity 

What the engagement delivers:  

- Current-state retention analysis (why are you losing customers?)  

- Health scoring framework (early warning system)  

- Intervention playbooks (how to save at-risk customers)  



- Engagement playbook (proactive value demonstration)  

- Technology recommendations (CS platform integration)  

- 12-month execution roadmap - Support through first 90 days of implementation 

This is foundational work. Without it, retention remains reactive and expensive. 

 

Financial Impact of Retention Improvements 

To help you understand the business case for retention investment, here’s what typically 
happens: 

Improvement Baseline Target 
Annual Revenue 
Impact 

GRR improvement 85% GRR 90% GRR +$2-3M (per $50M 
ARR) 

NRR improvement 100% NRR 115% NRR +$3-4M (per $50M 
ARR) 

Expansion focus 0 expansion pipeline Systematic 
expansion 

+$1-2M (per $50M 
ARR) 

Reduction in churn 
surprise 

70% churn at 
renewal 

30% churn at 
renewal 

+20-30% in save 
rate = +$1-2M 

Engagement depth QBRs only at 
renewal 

Quarterly QBRs + 
EBRs 

+$1-2M (from 
stickiness) 

Total potential impact: $8-13M annually on a $50M ARR company. 

Even if you invest $200-300K in retention redesign, the ROI in year one is 25-40x. 

 

Next Steps 

If you scored 5 or above: 

You can likely fix gaps internally with structured effort: 

1. Identify your gap (Question 1-8, which did you score lowest on?) 

2. Create a 90-day fix plan for that gap with specific owners and milestones 

3. Assign accountability (someone owns each gap resolution) 

4. Track weekly (15-minute standup on progress) 

5. Retest after 90 days (re-do audit and see if you’ve closed gaps) 

 



If you scored below 5: 

Systematic retention strategy is your most important project right now. 

Consider external support. You need:  

• Diagnosis of why customers are churning  

• Health scoring framework - Intervention playbooks  

• Technology recommendations  

• Execution roadmap  

• Support through first 90 days 

This is exactly what RetentionForge’s Revenue Retention Strategy Optimization service 
delivers. 

 

Schedule a Free Consultation 

Whether you’re trying to optimize a mature retention strategy or build one from scratch, 
let’s talk about which gaps are costing you the most revenue and how to prioritize fixes. 

In a 30-minute conversation, I can help you:  

• Understand which retention lever would drive highest impact for your situation  

• Prioritize whether to invest in health scoring, playbooks, engagement, or expansion 
first  

• Clarify whether internal execution or external support makes sense  

• See a clear path from your current state to proactive retention 

No sales pitch. Just a strategic conversation about your retention strategy. 

 

Questions? 

Reach out at ariel@retentionforge.io or connect with me on LinkedIn. 

RetentionForge helps SaaS companies build proactive retention strategies that drive 
measurable improvements in GRR, NRR, and expansion revenue, transforming retention 
from reactive firefighting to systematic growth. 

www.retentionforge.io 


