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Abstract 
Customer success has recently become one of the trending topics specially in the SaaS industry. 

Customers hold a lot of power in the SaaS industry as they could terminate the platform 

subscription at any point, and it is absolutely critical for SaaS companies to make sure that their 

customers keep using their software over the long term (Skok, 2010). As a result, terms such 

as customer experience, success & retention have come into spotlight. This Thesis follows a 

qualitative approach to understand how improvement of customer success processes in B2B 

SaaS industry increases the retention of customers and revenue streams.  

It also clarifies the root causes of why SaaS firms lose out on customers in a long run and how 

best they could retain them. This study is centred around customer success and investigates 

how customer experience has an impact on retention. Methodology used for this case study is 

in-depth interview of stakeholders composed of employees of SaaS firms. The observations 

made in this case interview are analysed in the context of existing literature from fields related 

to customer success. The result is a set of propositions that are presented as a starting point for 

further exploratory research and empirical testing.  
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Chapter 1: Introduction 
 

Customer success is currently one of the key focus areas in SaaS industry. There is a magical 

equation proposed by Gainsight, it looks like this – CS = CX + CO; where CS is literally 

Customer Success, CX is Customer Experience and CO is Customer Outcomes. Most SaaS 

companies are already integrating the creation of superior customer experiences in their 

strategy and trying to make it one of their principal competitive advantages. By providing 

memorable customer experiences companies hope to consolidate and grow customer base by 

increasing brand loyalty. In simple words CS is the overall success of the customer and CX 

refers to the experience the customers have working with company as a vendor. There are 

plenty of companies that have a product that delivers value, but they are also challenging to 

work with. In SaaS industry, where there are lot of competitors waiting in the wings to scoop 

up unsatisfied customers, companies can’t ignore their customer experience. Customer 

Outcomes is simply about whether the customers derive intended value from the products. For 

example, if a company sell glue, the question for the customer is whether the glue has enough 

amount of adhesiveness for their use. What if the glue the company sell doesn’t keep the 

furniture together, and frequently fails? Not a great outcome. Now, think of this concept with 

regard to the product. What if a company promise that it will increase revenue? The customer 

will be looking to see if there is any increase in revenue.  

Across all parts of the equation, the underlying question of value is also looming. Does the 

product and the experience a company delivering justify the price its’ customers are paying? 

Outcomes are easy to understand though tough to measure. But what about Customer 

Experience? Are there ways to measure this, or is it too theoretical to evaluate objectively? It’s 

still a bit of both. Client Outcomes and Customer Experience are yin and yang to a certain 

degree. One is highly measurable and operational while the other is more subjective and harder 

to measure.  Overall, the equation basically leads to success of the customers by increasing the 

value derived to them by the product they are paying for which results in higher revenues and 

increased retention.  

While there is a big gap in research on customer success management (CSM), it is a relatively 

established concept in business practice with people and teams working in roles for customer 

success. The customer success trend began when software-as-a-service (SaaS) companies 

began to face profitability challenges due to high customer acquisition costs combined with 
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having increasingly complex software that was leading to high churn, and they started building 

teams to help customers obtain more value from the offerings (McKinsey & Company, 2018). 

One could even argue that the more complex a product or a service is, the more difficult the 

adoption process is, whereas the higher lock-ins can be created, as people have limited time to 

invest into learning new things. Today customer success is not only something seen in SaaS, 

but it is generally linked with subscription model businesses (McKinsey & Company, 2018), 

where the incentive to keep to customer close is obvious. Additionally, an increasing number 

of businesses have been compelled to change their business models from selling one-off to 

more of a lifecycle selling (McKinsey & Company, 2018). This means that CSM is becoming 

increasingly relevant, and important to understand better. 

Study Objectives and Research Questions 
 

The study will examine how SaaS companies could increase retention and revenue by 

following top notch customer success processes. To achieve this, customer success managers 

will be interviewed to understand their perspective on three major themes: Customer 

experience, Customer retention and Churn causes. The information collected from the experts 

will then be gauged with the existing literature on the said themes and then would be collated 

thematically as a set of possible solutions for the challenges which could be used for further 

research and empirical testing. 

These are the following research questions that would be focused on thematically: 

a. What is your role as a CSM in the SaaS start-up? How do you (your team) contribute 

towards customer experience? 

This study will help understand the role of a CSM in deep and the processes that leads 

to improvement of customer experience. It also examines how customer experience acts 

as a factor for retention and growth.  

b. What is your (your teams’) recipe for retention? 

This study will examine how SaaS firms operate to increase customer retention and 

take proactive measures to reduce churn.  

c. What do you think are the root causes for customer churn and how do you tackle them? 

This study will help understand the major root causes for churn and how SaaS firms 

could foresee it and take corrective measures. 
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Study Structure 
 

The study is made up of five chapters. The first chapter titled Introduction presents the 

objectives and research questions to be answered. The second chapter is a Theoretical 

Background with three subchapters 1) SaaS Business Model 2) Customer experience and 3) 

Customer Success. The third chapter, Data and Methodology, focuses on the methodology used 

in the study for data collection and data analysis approaches. This chapter also describes the 

expert panel in short. In the chapter, Findings & Thematical Analysis, the answers from the 

interviews are analysed and the findings are postulated thematically. The last chapter, 

Conclusion, summarizes the findings of the study and proposes possible managerial 

implications and further related research topics. 
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Chapter 2: Theoretical Background 
 

Now, to understand in deep what Software-as-a-service business model is, followed by detailed 

description of customer experience and customer success by breaking them down to their core 

units. 

Cloud Computing and Software-as-a-Service Business Model 
 

Cloud computing refers to the delivery of hosted services over the Internet (Armbrust et al. 

2010) and has transformed the IT industry in recent years. Based on this technology, three 

distinct service models have emerged: Infrastructure-as-a-Service (IaaS), Platform-as-a-

Service (PaaS) and Software-as-a-Service (SaaS). While IaaS refers to hardware-related 

services such as servers, storage and database management, a PaaS offering consists of 

software and product development tools. SaaS, the service model this thesis will focus on, 

refers to prebuilt end-user applications, ranging from HR management software to enterprise 

resource planning tools (Mahmood 2011).  

The way software is delivered makes up the key difference between the SaaS business model 

and the traditional model, referred to as on-premises software. While on-premises software is 

installed and runs on computers on the premises of the customer using the software, SaaS 

applications are hosted by the SaaS vendor and are accessible from various client devices 

through a web browser (Mell and Grance 2011). This new SaaS delivery model provides 

several advantages to customers explaining its rapid growth: As the underlying cloud 

infrastructure is remotely hosted and managed by SaaS vendors, customers do not need to 

worry about common concerns of IT, such as storage, operating systems, servers, networks, or 

single application capabilities. As a result, customers face lower IT infrastructure cost and 

increased operational flexibility. Furthermore, since SaaS applications are no longer installed 

locally on a user’s desktop computer, they can be easily upgraded to the latest version, thereby 

providing the customer immediate access to new features and innovations (Bhardwaj, Jain, and 

Jain 2010). 

Besides the new delivery model of SaaS, the software payment model has changed as well: In 

contrast to the classic software license model in which the customer paid the software upfront, 

software is now licensed on a subscription, rental basis. Customers pay an annual or monthly 
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fee, often dependent on how many users use the software. It is obvious that this new payment 

model is attractive for customers as it removes the large upfront costs associated with the old 

license model (Bhardwaj, Jain, and Jain 2010). For SaaS providers, too, the subscription model 

is advantageous as it provides a recurring stream of revenue. This, in turn, gives certainty and 

predictability to the SaaS business, delighting potential investors (Dempsey and Kelliher 

2018). 

Customer Experience 
 

As mentioned before customer experience is whether the clients like to work with a brand or 

not. To make sure a SaaS company has a good CX there are various management processes 

and tools they could adopt and are mentioned further. 

Definition of Customer Experience 
 

Customer experience is becoming a popular element to focus on in business strategies as 

providing superior experiences serve as a differentiating factor (Srivastava & Kaul, 2014). It 

should not be a shapeless concept, but something that can be sold or integrated into the original 

offering, just like any good or service (Pine & Gilmore, 1998). “Customer experience 

encompasses every aspect of a company’s offering” (Mayer & Schweger, 2007, p. 1).  

To understand the concept, first we need to know how customer experience is formed. 

Customer experience is created through communication (between the customer and the service 

provider) via different human and non-human channels, therefore customer experience is 

always interactional (De Keyser et al. 2015). Others think further, stating that not only 

interaction is a deciding factor in customer experience, but that it defines the perceived value 

as well (Prahalad & Ramaswamy, 2004).  

Marketing practitioners have lately started to recognise the importance of decoding customers’ 

brand experiences to create working marketing strategies (Brakus, Schmitt & Zaratonello, 

2009). Researchers have defined the concept of customer experience in various ways. Lemon 

and Verhoef (2016) defined customer experience as a complex phenomenon consisting of the 

cognitive, emotional, behavioural, sensorial, and social reactions of a customer during their 

buying journey. According to Meyer & Schwager (2007 p. 2) customer experience is “the 
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internal and subjective response customers have to any direct or indirect contact with a 

company”.  

In the past, many companies have been measuring customer satisfaction, that resulted in the 

availability of considerable amount of data. However, to understand the way to create sticking 

customer experiences it is not enough only measure customer satisfaction, as that is the essence 

of many customer experiences altogether (Meyer and Schwager, 2007). Brand experience, that 

is complementary to other similar brand related constructs, such as brand attitudes, brand 

attachments or brand involvement (Brakus, Schmitt & Zaratonello, 2009). Based on these 

definitions, customer experience can be an evolving concept that contributes to customer 

satisfaction. Customer experience is present throughout the entire customer journey that 

progresses along with time. That is the reason, why customer experience might not be easily 

quantified. 

Historical Developments in Customer Experience 
 

To continue exploring the concept further, its origin needs to be established. Historically, the 

research on customer experience is considered to have started in the 1960s. Up until today, the 

research has gone through different phases focusing on similar themes to customer experience 

(Lemon & Verhoef, 2016). 

a. Customer buying behaviour process models 

Earlier, research focus was directed on the psychology of organisational purchases. The 

model of industrial behaviour, for example starts from the identification of decision 

makers, analyses their background, motives, and expectations. Already here, the 

satisfaction with past purchases is present as an influencing factor (Sheth, 1973). In the 

field of advertising research, the use of AIDA-model and related models was promoted 

where research was trying to discover different drivers of purchase (rational, emotional, 

and motivational) (Lavidge & Steiner, 1961). 

b. Customer satisfaction and loyalty 

Later, focus shifted to the importance of customer satisfaction and how it affects 

loyalty. Bolton (1998) found that experiences in the earliest stages of the customer 

relationship have the highest weight when it comes to deciding to continue a contract 

with a service provider. She also identified that customer satisfaction cumulatively 

influences retention and advised managers to try to eliminate or minimize pitfalls in 
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customer relationships, especially in the beginning. From the 1970s, it has become 

common to measure customer satisfaction, though over time the analysis of other 

related metrics has also become widely accepted (Lemon & Verhoef, 2016). 

c. Service quality 

In the 1980s, service quality has become one of the research projects focuses related to 

customer experience. Service quality is a complex idea made up of the technical and 

the functional quality. Perceived service quality is the overall result of a customer’s 

understanding of a product or service during and after the sales process that is compared 

to the anticipated service quality, prior getting into conversation with the company. To 

aid discovering weaknesses, the service quality model was developed (Grönroos, 1984) 

which was then refined further by other researchers. With the expansion of software-

as-a-service businesses, the service quality model has been modified slightly to fit the 

needs of the industry. This resulted in the creation of the SaaS-QUAL scale. SaaS 

service quality is proven to be an important influencing factor on the intentions to 

continue using the SaaS software as well as on the customer satisfaction (Benlian & 

Koufaris & Hess, 2010). 

d. Relationship Marketing 

During the 1990s, the term relationship marketing has become more widespread both 

among marketing researchers and industry professionals. Focus of relationship 

marketing was the evolution of relations between buyers and sellers (Lemon & Verhoef, 

2016). Research shows that relationship marketing efforts (if executed well) have 

positive effects on company revenue (Palmatier, Gopalakrishna, and Houston, 2006). 

Social exchanges between the parties are considered focal events that provide a 

platform to the seller to examine the social network, motives of the buyer as well as and 

evaluation of the current environment of the buyer. Major relationship development 

factors are trust, commitment, and disengagement. Various relationship marketing 

techniques include performance metering (communication with and gaining knowledge 

about the customer’s priorities), conflict management and raising exit barriers (Dwyer, 

Schurr & Oh, 1987). 

e. Customer relationship management 

Marketing professionals have realised that not all customer relationships contribute to 

the company’s bottom line the same way, so gradually started to shift marketing focus 

from products and brands to customers (Reinartz, Krafft & Hoyer, 2004). 
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f. Customer centricity and customer focus 

Around the turning of the millennium, research professionals realised, that relationship 

marketing concentrates too heavily on operationalised relationships, it might not be able 

to deliver enough customer value. By focusing on the customer experience, on the other 

hand the company is more probably will create experiences of higher quality, because 

customer experience as a concept better combines the brands, its relationships, and its 

service quality (Palmer, 2010). 

g. Customer engagement 

During the 2010’s main research focus was on the engagement between the brand and 

the customer. Customer engagement tries to capture those behaviour models and 

attitudes that are outside the basic buying journey (Lemon & Verhoef, 2016). 

Customer Experience Management 
 

Customer experience management is the pursuit of ensuring the best possible experience of the 

customer at the respective moment, instead of focusing on the past relationship of the customer. 

One drawback needs to be noted that providing excellent customer experiences require 

considerable amount of human and financial resources (Verhoef et al., 2009), so companies 

need to ensure to incorporate these experiences into their strategies efficiently (Mittal & Tsiros, 

2007). The role of customer relationship management is undeniable above a certain business 

revenue; however, it might not be the ultimate tool to help companies create outstanding 

experiences. While customer relationship management deals with historical data to manage 

day-to-day operations with existing customers, customer experience management dives deeper 

into investigating customer’s feelings, thoughts to prepare data for future product and service 

development (Meyer & Schwager, 2007). Table 1 represents the comparison of the two 

concepts. 

 Customer Experience 

Management 

Customer Relationship 

Management 

What? What a customer thinks 

about the company 

What the company knows 

about the customer 

When? At customer touch points After the creation of the 

customer interaction 



 

15 
 

How is it monitored? Surveys, targeted and 

observational studies 

POS data, sales tracking, 

website tracking, market 

research 

Who uses the information? Business decision-makers to 

create better products and 

services for the customers 

Sales, marketing, customer 

service to make the current 

offering more efficient 

Relevance to future 

performance? 

Leading Lagging 

Table 1, Customer Experience Management versus Customer Relationship Management (Meyer & Schwager, 2007) 

Organisations can manage customer experience by setting up the key clues along the customer 

journey (Berry, Carbone & Haeckel, 2002) and examining different capabilities of customer 

touchpoint journeys, such as touchpoint design, monitoring and adaptation (Homburg et al., 

2015). Customer experience management needs to be implemented in the whole organisation, 

starting from the service operations, IT and marketing (Lemon and Verhoef, 2016).  

Customers can be served on different levels and firms can decide to provide certain level of 

experience according to their availability of customer data and company resources. 

Nevertheless, the prerequisite of long-lasting partnerships is a functional product and sharing 

of the necessary information to serve the basic needs of customers. Once this strong foundation 

has been established, the company can move on providing higher level experiences. On the 

highest level on the scale is providing such superior experiences, that customers feel 

empowered, and they receive higher control (Pemberton, 2019). Any firm taking steps to 

enhance customer experience is putting themselves into an advantageous position that can be 

hard to replicate (Berry, Carbone & Haeckel, 2002).  

Customer experience management is not so different in a business-to-business and business-

to-consumer context as both strive for delivering excellent customer experience and want to 

have long-lasting satisfied customers. The goal of a business-to-business company is to identify 

how they can help their customers as a business partner to improve how they are doing business 

and provide value more efficiently or with less cost. The difference between the two markets 

is that while in B2B context the main goal is to provide a smooth and reassuring experience, in 

B2C business the focus is on providing a thrilling experience and customer delight (Meyer & 

Schwager, 2007).  
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Three main factors can influence successful customer experience management: creating a 

customer-centric focus inside the company as a base-value, involving all key departments to 

support the creation of customer experience; customer analytics and maintaining efficient 

partner management network (Lemon & Verhoef, 2016). Once these principles have been 

established, the company can start to take steps to improve customer experience. A thorough 

experience audit can help to shed light on current experiences (Berry, Carbone and Haeckel, 

2002), extract rich insights on customer perspectives and identifying how customers participate 

in co-creating the value along with the firm (McColl Kennedy et al., 2019). After the 

conduction of the experience audit, the company needs to define their experience motif. 

Experience motif provides a guiding line when reforming processes for better managing 

customer experiences and it answers the question, how the company wants their customers to 

feel. Upon that answer the company can define the clues during the customer journey that they 

would like to provide to evoke that feeling or emotion (Berry, Carbone and Haeckel, 2002). 

Developing customer experience management also means establishing a churn-risk segment in 

the portfolio, that should receive distinguished attention; collection of emotional and cognitive 

responses from customers and spotting and preventing decreasing sales (McColl-Kennedy et 

al., 2019). To refine customer experience, the firm needs to be ready to re-evaluate their 

decisions along the customer journey and be open to possible new technologies that can support 

the change. It is beneficial to start by redesigning the pre-purchase stage so customers can enjoy 

better experience in later stages (Lemon and Verhoef, 2016). 

Factors Influencing Customer Experience 
 

Customer experience, being a complex construct, has several influencing factors (Stein & 

Ramaseshan, 2016). Verhoef and colleagues (2009) in their research about customer 

experiences in retail business argue that social environment, branding and customer experience 

dynamics shape the customer experience.  

a. Social environment and customer experience 

One concept that is mostly disregarded by marketers and researchers alike is the benefit 

of building connections between customers, beyond building a relationship between the 

firm and the customer. Ambassadors (customers with high knowledge of the product or 

service) can act as advocates for other customers, thus participating in the creation of 

the customer experience. Therefore, it is highly beneficial for the company to enhance 
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and incentivize these exchanges. Bringing this construct further, companies that create 

a portfolio of “compatible customers” – made up of both helper and help-seeker 

individuals, who have the same interest and who might even make friends over time – 

can result in higher customer satisfaction and higher switching cost for the customers 

(Verhoef et al., 2009).  

b. Branding and customer experience 

Customer experience may be influenced by brand perceptions (Verhoef et al., 2009) as 

customers’ expectations about a brand (stated before the purchase) can have critical 

effect on the evaluation of the after-sale experience and the company itself (Ofir & 

Simonson, 2007).  

c. Customer experience dynamics 

Customer experience is not completely limited to the times of physical encounters of 

the company representatives (Verhoef et al., 2009), but it extends and develops over 

time after the purchase (Neslin et al., 2006). Verhoef and colleagues (2009) conclude 

that future expectations are significantly affected by the current customer satisfaction. 

Hence, it can be stated that past customer experiences influence future customer 

experiences.  

d. Moderating factors 

Research shows that the customer’s dynamic environment and macro level factors, such 

as economic situation (expansion or recession) or crises have a notable effect on 

customer experience (Lemon & Verhoef, 2016). 

How to Measure Customer Experience 
 

It is essential for a company to understand the behaviours, opinions, and needs of their 

customers to provide the best service possible. A business’s relationship with its clientele is a 

foundational necessity, and just like any other relationship, if one side does not understand the 

other, the partnership is destined to fail. By measuring customer experience, companies can 

easily become more educated about customer behaviours and opinions. This information can, 

in turn, influence product updates, customized offerings, and internal workflows. It is important 

that companies collect this valuable voice of customer data, and then use it to best leverage 

results into effective action.  
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By measuring product experience, as a facet of customer experience, companies can view how 

their clients interact with their product daily and the level of satisfaction their clients get with 

their service. Once these metrics are recorded, companies can use this information to 

proactively engage customers and meet their clients’ needs in a more personalized way. This 

helps create a customer-centric culture within the company that prioritizes positive interactions 

and high customer satisfaction throughout the journey from onboarding to renewal. By tracking 

product experience to understand the customer experience, companies can gain valuable insight 

into their customers’ day-to-day with their services, including: 

1. How much the clients understand their product?  

2. How comfortably the clients can integrate the product into their daily workflow?  

3. How easily the clients can access support/educational materials?  

4. How well the product meets the clients’ needs? 

There are a variety of surveys and metrics companies can use to measure the above elements: 

a. Net Promoter Score (NPS) 

This industry-standard measurement revolves around how likely the customers are to 

recommend the product to their peer. There is an index that scores customer satisfaction 

on a scale of zero to ten. NPS divides customers into “promoters” (those who rank high 

at nine-to-ten), “neutral” (seven-to-eight), and “detractors” (zero-to-6). Generally sent 

to customers right after onboarding or other key events, this data can be utilized to 

leverage success by: 

i. Helping the company perfect their onboarding process. 

ii. Following-up with detractors to solve their dissatisfaction and establish an 

action plan based on their business goals and monitored feature usage. 

iii. Anticipating which customers are viable candidates for upsell/cross-sell 

opportunities. 

iv. Tracking the progress of customer satisfaction to judge the success of proactive 

measures. 

v. Asking promoters to participate in a case study, serve as a reference, or speak 

at an event. 

vi. Offering the clients features relevant to their industries and their usage patterns 

(e.g., expanded license caps, training opportunities, storage capacity, etc.). 
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Additionally, this information can be useful for identifying patterns between what makes a 

highly satisfied customer and what makes a deeply unsatisfied customer. Do their industries 

play a significant role in their satisfaction? Does the stage of the customer journey make a 

difference? Did certain features play a part? Is there a connection between using older software 

and lower satisfaction? Periodically evaluating these metrics can make the company more 

aware of their customers’ needs and, if necessary, pivot in a timely manner. 

b. Customer Satisfaction Survey (CSAT) 

While NPS focuses on general satisfaction with the company/product, CSAT scores are 

related to specific interactions and are generally administered after training, an online 

purchase, or on a monthly basis, to name just a few. Especially pertinent to customer 

service, these scores reflect elements such as agent responsiveness during a support call 

or how helpful/accurate the delivered information was. You can leverage CSAT scores 

to do the following: 

i. Alert a CSM to customers who might need extra support and a follow-up. 

ii. Identify bottlenecks in the customer journey. 

iii. Gauge the effectiveness of the customer education touchpoints. 

iv. Develop training modules to address weak points, as well as fix software bugs. 

Consistently reviewing these scores allows companies to pinpoint common areas of 

dissatisfaction and work on improving them. 

c. Customer Effort Score (CES) 

Generally deployed after onboarding, CES measures how much effort a customer had 

to exert before finding a solution to a problem or access to a service. As opposed to 

measuring general feelings, CES aims to form a picture on specific issues—was a 

customer able to easily contact an agent to resolve an issue? Was their request 

completed in a timely manner? Were there resources readily available? Generally, 

measured with effort scores (e.g., the task required “low effort” vs. “high effort”), these 

scores can point towards difficult processes or demonstrate how effective the 

onboarding process was. Additionally, the tracking of these scores enables companies 

to reach out to customers who have been experiencing trouble to provide personalized 

assistance. 
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Touchpoints 
 

In the current digital age, companies are expected to manage customers through different 

channels parallelly. Successful customer management means planning, executing, and 

coordinating all existing channels and making sure that customers get the same value on any 

of those touchpoints (Neslin et al., 2006). Touchpoints are the building blocks of the customer 

journey, and they can be categorized differently along different parameters. For example, a 

contact point between the brand and the customer can be direct or indirect in nature. Direct 

contacts are interactions connected to the purchasing of the product or service and later to the 

usage of it, while indirect contacts are accidental, such as word-of-mouth, online reviews, or 

advertising (Meyer & Schwager, 2007). 

Customer experience touch points can be categorized into four different types based on who 

has the most influence on them. Brand-owned touchpoints are interactions with the customer 

over which the brand itself has full control, while partner-owned touchpoints are touchpoints 

jointly controlled by the existing partners of the brand. In addition, there are customer-owned 

touchpoints controlled fully by the customer and external touchpoints that can influence 

customer’s or potential customer’s perception freely without any specific control. Good 

example for external touchpoints is peer recommendations or other significant information 

sources (Lemon & Verhoef, 2016). Customer experience can be influenced by different 

touchpoint elements to certain extent. These elements can be atmospheric, technological, 

communicative, process, employee-customer interaction, customer-customer interaction, and 

product interaction elements (Stein & Ramaseshan, 2016). 

Customer Success 
 

An enterprise cannot survive without satisfied customers to support it. This has always been 

true, but never has it been truer than in the era of customer-centricity that we now live in. As 

competitors become more customer-savvy and customers continue to raise the bar of their 

expectations, keeping customers happy is no longer the icing on the cake—it is now a main 

and necessary ingredient for business success, and it comes about primarily through the 

creation of customer value. Investing in, and effectively managing, customer success is vital to 
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ensuring the long-term stability and growth of your enterprise. The question is, what is 

customer success? 

What is Customer Success? 
 

“Customer success” refers to the way companies help their customers derive the most value 

possible from their products or services. It means prioritizing customers’ satisfaction and 

ensuring they are always progressing toward their goals. Customer success revolves around the 

idea that a win for a customer is a win for the enterprise, too.  

Customer success is often mistakenly conflated with other business methodologies, so it is 

important to know the difference and what sets customer success apart. 

Customer Service Vs. 

Customer Success 

Customer service is reactive and focuses on addressing specific 

customer problems swiftly and effectively.  

Customer success takes a proactive approach that involves 

utilizing customer data to address potential problems and needs 

before they arise. 

Customer Experience 

Vs. Customer Success 

Customer experience focuses on specific interactions and 

revolves around how easy and enjoyable it is for customers to use 

the product. 

Customer success focuses on the customer journey as a whole 

and puts CX into the context of the customer’s overall needs and 

business goals. 

 

Account Management 

Vs. Customer Success 

Account management tends to involve reacting to upcoming 

contract end dates, customer feedback, and account health, and 

focusing on encouraging renewal and expansion. 

Customer success also involves working toward renewal and 

expansion but focuses on identifying overarching trends and 

patterns in data to predict future needs and optimize customer 

outcomes. 

 
Table 2, Distinguishment between the customer facing roles and their processes 
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Creating Value for Customers 
 

Making the customers successful is ultimately about delivering value—companies can create 

value for their customers by placing their customers in a position to grow the customers’ 

enterprise through the efficient use of their product to meet the customers’ business challenges.  

In strict business school translation, value is benefit minus cost. In a real-world sense, however, 

value is the potential for success a customer gains by partnering with companies and products. 

Creating value for customers depends on companies’ ability to deliver on their promise of value 

through their product.  

The SaaS and subscription markets have many choices available, and low overheads and 

customizable conditions make switching between business solutions effortless. Customer value 

is the key to maintaining customer relationships and maximizing customer lifetime value under 

such conditions. Customers are loyal to the ongoing value companies provide them. Customers 

seek out the product as a solution to a problem and a path to growth, and companies’ ability to 

deliver on that promise, right from the outset, is key to ensuring customers stay satisfied and 

continue growing their relationship with the company through repeated renewals and upsells. 

If companies fail to deliver value at any stage of the relationship, customer retention will 

decline. To increase customer satisfaction and retention, value must be delivered from the very 

beginning during the evaluation and purchasing stages, during onboarding, and continue 

throughout the customer journey. Creating value for customers should involve: 

a. Starting Early in the Customer Journey 

The shorter the time to value (TTV) a customer experience, the quicker they will gain 

trust in the product and begin to see value from their investment. More than ever, 

customer expectation of value begins before they even buy the product. In the post-

sales journey, onboarding is the first step toward helping the customer use the product 

to achieve customers’ business goals. Onboarding is the first chance to implement a 

practical, data-driven approach to customer engagement. The goal is to get them to first 

value by educating the customer on the product. Companies can follow their progress 

through their customer success metrics (for example, time to onboarding completion or 

adoption usage), and intervene to encourage optimal usage through prepared campaigns 

and action steps linked to early-warning triggers. This focus on using customer data to 
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drive goal-focused outcomes continues throughout the customer journey, as companies 

work to help customers maximize their potential. 

b. Anticipating Opportunities 

Every stage of the customer lifecycle brings opportunities for delivering value. The 

nature of that value will change over time as product awareness improves, customer 

priorities change, and the customer experiences growth.  

While the nature of the value delivered might change, the process of creating it does 

not. At each stage, companies must create positive business outcomes by collecting and 

analysing customer data to anticipate present and future needs.  

During the adoption phase, when the customer is using the product independently, 

companies will want to monitor how the customer uses the product, which features they 

engage, and how successfully they exercise its potential. If companies see a drop-off in 

usage rates or little follow-through toward business goals, they need to intervene and 

get the customer back on track. If things are going well, companies can use the customer 

insights to capitalize on potential expansion opportunities that can push the customer 

to new heights of value. 

Customer Journey Mapping 
 

A customer journey map shows the steps a customer undergoes during their interactions with 

the company. Mapping out customer journey helps companies optimize each step in the process 

to improve customers’ experience and promote more sales and repeat business. Companies can 

create a customer journey map by identifying milestones that mark the customer’s progress in 

their relationship with themselves. Mapping out these milestones helps companies make more 

effective use of customer engagement strategies and analytics tools.  

In a modern customer journey map, the buyer's journey doesn't end with onboarding. There are 

many stages throughout the customer lifecycle. To lower customer churn, maximize revenue 

and promote advocacy, companies need to establish a Customer Success strategy that manages 

their customers throughout the entire lifecycle with their product or service. This means 

mapping out the ideal path to recurring value for their customer and recurring revenue for the 

organization.  
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When viewed as a holistically, the complete customer journey encompasses eight stages: 

a. Awareness: a prospect encounters a brand through one of the companies’ marketing 

promotions, initiating awareness of the value proposition. A prospect may also 

encounter a brand through word-of-mouth or a customer referral. 

b. Consideration: the curious prospect interacts with the website, searching for solutions 

to their needs and evaluating whether that brand offers the expertise, information, and 

tools they need. 

c. Conversion: based on customers’ perceived value of a brand and its’ products and 

services, the prospect either makes an initial purchase and becomes a paying customer 

or moves on to competitors. 

d. Onboarding: The new customer begins their post-sales journey with the brand, either 

completing the initial steps necessary to begin using their purchase or becoming 

frustrated and abandoning the onboarding process. Sometimes onboarding can also 

begin in the presales process. 

e. Adoption: The customer either learns how to actively use the product and integrate it 

into their workflow in order to derive practical value from their purchase, or else they 

lapse into inactivity. 

f. Renewal: The customer evaluates whether or not the value they’ve derived from their 

initial purchase warrants renewing their license or subscription. 

g. Expansion and growth: The customer either increase the value they receive from their 

initial purchase by adopting advanced product features and buying additional products 

or upsell offers, or they remain, one-product users. 

h. Loyalty and advocacy: The satisfied customers become loyal repeat buyers who 

advocate the brand to others, while dissatisfied customers seek other vendors and spread 

negative word-of-mouth.  

At each of these stages, customers face decision points that may lead them in different 

directions, either progressing further along their journey or ending their journey with your 

brand. At the same time, customers at any given stage in the process may simultaneously 

engage in another stage. For example, a customer’s frustration with their onboarding process 

may already be influencing their decision-making about what they will do when it’s time to 

renew their subscription. 
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Figure 1, Customer value journey, adapted from Totangos’ article 

Customer Engagement 
 

Customer engagement refers to the level of interaction between companies and customers 

across all channels over the course of the entire relationship. It can refer to what customers do 

to interact with companies as well as how loyal they feel about the brand. Companies can gauge 

customer engagement by what actions their customers take to interact with their brand and how 

frequently the customers exhibit those behaviours. In a digital context, brands usually measure 

customer engagement in terms of specific behaviours such as website visits, sales conversions, 

and downloads. 

There are several reasons why customer engagement is important. Engagement levels affect 

retention, referral, and revenue rates. Customers who are actively engaged with the company 

and are deriving value from it are more likely to renew their subscriptions. They are also more 

likely to refer the product to others. Both these factors directly impact the revenue. In this way, 

customer engagement can predict profits. This makes it prudent to proactively manage and 

boost customer engagement levels. Tracking the customer engagement metrics forms a starting 

point for increasing companies’ performance. By monitoring current performance, companies 

can identify and quantify where the engagement strategy is falling short. Companies can then 

set measurable customer engagement objectives and adjust improve their performance. 
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Customer Onboarding 
 

Customer onboarding refers to the action’s companies take immediately after a customer buys 

a product. A customer’s post-purchase experience sets the tone for their future relationship with 

the brand. A positive experience can motivate the customers to become loyal lifetime buyers, 

while a negative experience can drive them to competitors. The onboarding process naturally 

unfolds through a series of predictable steps. By optimizing these steps, companies can improve 

their customer’s experience with their brand and promote customer loyalty and retention. 

Companies can optimize their customer onboarding process by following best practices, 

imitating companies with exemplary onboarding procedures, and using key performance 

indicators to track the onboarding performance.  

The specifics of the onboarding process will vary with the nature of each product, but in 

general, the process divides into 3 stages: 

a. New Customer Welcome 

This stage entails thanking the customer for their purchase and directing the next steps 

in the process. Essential actions can include introducing the next person of contact and 

previewing the phases to come or including a digital onboarding message offering next 

steps or in-app guidance. During this stage, a successful handoff from the sales team to 

your customer success team is vital. To accomplish this, the CS team needs a holistic 

view of the customer, with data from a variety of sources, to ensure that the goals in the 

implementation timeline align with the client’s business needs and the CS team has the 

full context of where the customer is at. For example, the CS team should know if a 

client is part of a paid account so that CSMs can adjust messaging accordingly and 

promote the appropriate benefits. 

b. Expectation Setting 

Informed by the handover from sales to CS, onboarding focuses on establishing first 

value and building a plan to achieve the rest of the client’s objectives as they move 

forward. By establishing first value during onboarding, the client quickly sees the 

benefit of the product, potentially reducing churn during this critical phase. During 

onboarding, it is also important to outline client needs and desired outcomes. Building 

on this information, companies can introduce the key performance indicators that will 

be tracked to measure effective implementation. 
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c. Training 

In the training stage, customers are guided through the learning process they need 

before they can begin experiencing the value of the product. For maximum satisfaction, 

the training process should be as easy and short as possible. It should also highlight 

how the product helps the customer with their needs and how it impacts the KPIs which 

are used to measure successful implementation. During this stage solicit feedback from 

the customers on the value they are getting out of the product and any challenges they 

are having with implementing the product. This stage can also include supporting 

customers in implementing advanced features or integrations of the product with its 

competitors. 

Product Adoption 
 

Product adoption is a stage in the customer journey, not a point in time. It is the process of 

continuing to derive ever-more value from the products and services. This experience of value 

is critical to the health of the customer relationship, so companies need a customer success 

adoption plan. The adoption stage is the longest part of the customer journey. It is where the 

customer begins to use the product regularly. Success in adoption is determined by how often 

and how effectively the customer uses the product.  

The customers will spend most of their journey in the adoption phase. It’s the point when the 

promises of the sale and the lessons from the onboarding process are leveraged into everyday 

value. This phase leads into the renewal and upsell process. The adoption phase is an 

opportunity to nurture the customer relationship and establish a recurring revenue cycle driven 

by a commitment to customer growth. That’s why it’s sometimes referred to as the growth 

stage. Companies focus on the adoption phase should be finding out three key questions: 

a. Is the Customer Using the Product? 

Once the customer enters the adoption phase, companies want them to start seeing value 

as soon as possible. And to achieve value, they must be incorporating the product or 

service into their everyday working lives. Regularly monitoring customer uptake is the 

easiest way to tell if the customer understands and is happy with the product. 

b. Is the Customer Getting Value from the Product? 

Customers achieve value when they maximize the features and functionalities of the 

offering within their unique environment. Knowing, for instance, that the customer is 
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regularly accessing only three of four key features produces a behaviour-based 

opportunity to foster direct engagement and a more rewarding customer experience. 

c. Is the Customer Enjoying a Positive and Trusted Relationship with the Company? 

A key component of driving lifetime customer value is building and maintaining a 

trusted relationship. Using the data insights from a customer success metrics and 

adopting a customer-centered approach across the business should enable companies to 

maintain an active dialogue with their customer which, in turn, generates more 

customer information to shape future engagement. Ultimately, the best way to build 

trust with a customer is to deliver valued ROI. Companies should keep that priority at 

the forefront by consistently engaging customers with goal setting and achievement, 

reminding them of their progress, and employing targeted campaigns. 

Churn in SaaS 
 

Customer churn is the percentage of customers lost over a given time frame, typically a month. 

It is sometimes called customer attrition, customer turnover or customer defection. Customer 

churn can be seen as the opposite of customer retention. Customer retention is the percentage 

of customers who remain with the company over a given period. Any customers companies 

don’t retain contribute to churn. The higher the retention rate, the lower the churn. Companies 

strive for lower churn to increase customer retention and revenue. 

Customer churn can be quantified by using mathematical equations. The simplest approach is 

to divide the number of churned customers over a given period by the initial number of total 

customers: 

𝐶ℎ𝑢𝑟𝑛 𝑟𝑎𝑡𝑒 =
𝑐ℎ𝑢𝑟𝑛𝑒𝑑 𝑐𝑢𝑠𝑡𝑜𝑚𝑒𝑟𝑠

𝑡𝑜𝑡𝑎𝑙 𝑖𝑛𝑖𝑡𝑖𝑎𝑙 𝑐𝑢𝑠𝑡𝑜𝑚𝑒𝑟𝑠
 × 100 

However, it can be difficult to interpret when churn changes rapidly due to accelerated 

customer growth. One way to deal with this is by modifying the basic formula by using the 

average number of customers over a given time period. Instead of dividing by total initial 

customers, it should be divided by total average customers, a number, companies can determine 

by taking the number of customers they had at the beginning of a period and the number they 

have at the end and dividing in half: 
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𝐶ℎ𝑢𝑟𝑛 𝑟𝑎𝑡𝑒 =
𝑐ℎ𝑢𝑟𝑛𝑒𝑑 𝑐𝑢𝑠𝑡𝑜𝑚𝑒𝑟𝑠

[
𝑡𝑜𝑡𝑎𝑙 𝑖𝑛𝑖𝑡𝑖𝑎𝑙 𝑐𝑢𝑠𝑡𝑜𝑚𝑒𝑟𝑠 + 𝑡𝑜𝑡𝑎𝑙 𝑓𝑖𝑛𝑎𝑙 𝑐𝑢𝑠𝑡𝑜𝑚𝑒𝑟𝑠

2 ]
 

For even greater accuracy, companies such as Shopify have developed more advanced churn 

formulas which use average number of customers per day. Advanced formulas are also used to 

predict future churn. 

Voluntary vs Involuntary Churn 
 

A distinction can be drawn between churn which is involuntary and churn which is voluntary. 

Involuntary churn occurs when a customer would like to buy from the same company again 

but is prevented from doing so through reasons beyond their control. This can happen for 

several reasons, including: 

a. Customers forgot that it was time to renew their contract with the company. 

b. Customers can’t log into their account to renew a subscription or make a purchase 

because of a lost password. 

c. Customers are struggling to get a demo of the product. 

d. Customers’ automated renewal failed because their credit card information is 

outdated. 

e. Customers can’t afford the product any longer. 

f. Market fluctuations is impacting their business, e.g., covid.  

Voluntary churn indicates that customers chose not to continue doing business with the same 

company for reasons such as: 

a. Customers didn’t get the benefit they were hoping for when they purchased the 

product or service. 

b. Customers didn’t find the product design user-friendly. 

c. Customers don’t utilize all of their licenses to justify continuing on. 

d. Customers had a bad experience with the customer success team. 

e. Customers decided to buy from a competitor instead. 
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Revenue vs Client Churn 
 

Client churn refers to the percentage of customers companies lose over a given period; revenue 

churn refers to the percentage of revenue companies lose because of lost customers over a given 

period. Likewise, whereas client churn is measured by the ratio of customers lost to total 

customers for a given period, revenue churn is the ratio of revenue lost through customer churn 

to total revenue. This can also include customers who have downgraded their subscription. 

From these definitions, one can see that revenue churn and customer churn are distinct 

concepts. At the same time, they are closely related. The higher the customer churn, the more 

revenue will be lost from departing customers. Conversely, retaining customers maintains and 

increases revenue. 

Customer Retention Management 
 

Customer retention management is about keeping customers interested and invested in what 

companies have to offer. An environment where the customers feel satisfied, supported, and 

inspired will keep them coming back to same company for more great solutions instead of 

turning to one of the competitors in hopes of finding something better. Customers look for 

quality above all else. The customer success team’s priority should be to ensure that the 

customers consistently experience the best of what their company have to offer. This includes 

the client’s experiences with the team as well as with the products or services customers 

purchase. The better the customers feel about their relationship with the enterprise, the more 

likely they are to renew time and time again. 

While it still takes work to keep customers coming back, it is nothing compared to the cost of 

bringing first-time customers into the fold. In fact, new leads can be up to 25 times more 

expensive to acquire than existing customers are to retain. Losing customers is just as bad—in 

the U.S. alone, it is estimated that companies have lost up to $1.6 trillion due to customers 

leaving them for competitors offering better service. That is not to say that there is no value in 

drawing in new customers. Every first-time customer is also a potential long-term customer. 

Even if a customer does not return companies should strive to ensure they leave with a good 

impression. A company may not be a perfect fit, but if it provides excellent service, customers 
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may still recommend the enterprise to others, potentially bolstering the reputation and 

increasing sales. 
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Chapter 3: Research Questions & Methodology 
 

This chapter presents the chosen research questions and methodology, data collection. 

Moreover, this chapter explains in depth how the interview was carried on, what were the 

outcomes. 

Case Study as Research 
 

In the field of industrial marketing, case study is one of the most attractive research methods 

(Easton, 2010) and case studies are often used in social studies to analyse and interpret social 

behaviour (Kvale, 1996, Zainal, 2007). This study concentrates on customer success and 

related concepts in SaaS business, so for this purpose the case study was conducted with the 

chosen SaaS companies. This Thesis at core is revolving around three points, customer 

experience, customer success and retention. It strives to find out how customer success 

managers play a vital role in maintaining/improving customer experience, what processes they 

follow to predict churn and in-turn resulting in customer retention. It also explores best possible 

processes, new trends, in customer success.  

This case study employed two different methods to obtain valuable data about customer 

success. One qualitative methodology used was thematic in-depth interviews with Customer 

Success Managers from various SaaS companies. The obtained information from the 

interviews constituted the backbone of the research. Additionally, secondary data was collected 

from various books, articles, websites and podcasts on business development, customer success 

and SaaS industry. 

Data Collection 
 

The CSMs and the companies were chosen such that there is good balance of perspectives with 

respect to experience level of CSMs, company age, size of the company and company operating 

geography. CSMs chosen have professional experience varying from 2 to 15 years. The 

companies chosen are mostly Grown-Ups, some have already gone Public and are listed on 

stock markets. The names of the interviewed CSMs, their employers and duration of the 

interview can be found in table.  
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Name Interview Duration 

Vinay Srinivas Prasad 33 
Akshay Nadkarni 48 
Harshitha Lahari 60 
Vignesh Raghunathan 65 
Ankit Girwal 44 
Jeremy Donaldson 32 
Akshay Kiran 31 

Table 3, Interview Panel 

The thematic interviews with the CSMs specified above were designed and conducted in 

accordance with the seven stages of interview investigation (Kvale, 1996). 

Phase Description 

1. Thematizing  The process of define the purpose of the research interview by specifying the 

why, what and the how 

2. Designing  Form the frame of the research, keeping in mind the interconnectedness of 

the seven stages, focusing on the acquisition of the intended knowledge and 

the ethical concerns of the study 

3. Interviewing The process of conducting the interviews with the help of a prepared 

interview guide 

4. Transcribing The processing of the recorded material for later analysis, regularly 

converting the tape recordings to written text 

5. Analysing The process of choosing the appropriate methods to analysing the interview 

material 

6. Verifying The process of ensuring that the findings of the research interview is 

generalizable, reliable, and valid. 

7. Reporting The process of documenting the findings of the research according to 

scientific criteria 
Table 4, Seven stages of the interview investigation (Kvale, 1996) 

Qualitative research aims to be experiential, as the researcher’s main goal is to provide insights 

that are in tune with the reality, they aim to be naturalistic and empirical, focusing on the 

perceptions of the subjects. The study describes the answers’ context in detail and focuses on 

unique and specific objects and activities (Stake, 2010). Based on the literature review in the 

previous chapter and the research model, three core themes were identified that is covered 

during the interviews: 
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a. Customer experience. 

b. Customer retention. 

c. Root causes for churn. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

35 
 

Chapter 4: Findings & Thematical Analysis 
Case studies are usually made about one single case and are specific by nature, therefore 

establishing general findings is challenging (e.g., Aaltio & Heilmann, 2010).  

All the conducted interviews were recorded, which were then transcribed to be used in the 

analysis. In case of each theme all relevant answers were collected, and the most prominent 

statements were chosen to be analysed and reported in points thematically. Each question and 

the following answers provided by the experts were analysed, verified, and linked with the 

existing literature in the real world. The results and findings are reported thematically further.  

Customer Experience 
 

How do Customer Success Managers contribute towards customer experience? 

According to statistics, consumers value customer experience so highly that they are willing to 

pay a price premium of as much as 7% to 16% more across different industries for products 

and services which come with great customer experience and one in three customers will leave 

after just one bad experience.  So, it absolutely critical to make sure companies provide a great 

experience for their customers.  

Every customer that invests in a product is really investing in their own future. They believe 

that product will help them achieve their goals and ultimately deliver growth. Following are 

five points that companies/customer success departments could implement/improve to achieve 

great customer experience: 

a. Understand your customers 

The first step when enhancing the enterprise customer experience is to know the 

customer’s wants and needs. Companies must learn about their customer’s goals before 

they can evaluate how well they’ve delivered that value. As such, companies need to 

meticulously gather and track customer data. This way, companies can gather relevant 

data and make sense of it in order to drive the right actions and engagements. It’s also 

important that companies optimize the onboarding stage so that they are able to gather 

all the info they need about your customers. Companies need to sit down and figure out 

their goals and expectations so that they can effectively meet customers’ needs. 
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b. Connect with your customers on an emotional level 

Companies should make an impact on their customers on an emotional level and forge 

a bond with them. One way of doing this is by having a relevant brand identity that 

resonates with the customer base. Companies should gather the information learnt about 

the customers and use those insights to form a relevant brand identity. For instance, are 

the customers primarily large businesses or smaller ones? If many of the customers 

work in, say, the financial field, what features will be particularly relevant to them? In 

order to establish a strong bond with the customers, companies should keep an eye on 

their customer’s health at all times. Engage with them on important occasions, such as 

their one-year anniversary working with the company, to add a personalized touch. 

Companies should reach out when relevant events occur, such as goal completion or 

the addition of a new feature. By demonstrating that they really care about their 

customers, companies can promote loyalty and high satisfaction rates. 

c. Turn customer hopes into personal goals 

What the customer wants must remain front-of-mind in every engagement and decision 

CSMs make throughout their partnership with the company. Their overall goals and 

reasons for selecting a particular solution should be captured during the sales process 

and then built upon and shared among every team within the enterprise as they progress 

through the customer journey. Customer goals should become companies’ goals, and 

they should guide companies’ everyday actions. The product knowledge determines 

which features and what amount of engagement is necessary to drive value for the 

customer, and the customer success efforts should then go toward making sure these 

targets are hit. 

d. Anticipate in order to add extra value 

When companies know where their customer are going, it should be possible to give 

them a few shortcuts. This kind of proactive, unexpected value, such as completing 

onboarding early or incorporating advanced product features ahead of schedule, builds 

loyalty-boosting confidence. Companies need to be prepared to speak to their customer 

of the next phase of their growth and development and have a range of resources on 

hand to push them along, including webinars, videos, training materials. The only thing 

better than proving the value is doing it sooner than expected. 

e. Prioritize escalations and cherish feedback 

The customer-centered economy created by the rise in SaaS and subscription services 

places the customer firmly in control of their partnership, so when they speak, 
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companies must listen. Direct Voice of Customer information usually arrives in two 

forms; in response to feedback requests and through escalations. In both cases, the most 

important thing to do is to acknowledge the customer’s effort to contact companies and 

to respond as soon as possible with a personalized message. Customers love to be heard 

and few things make them happier than the feeling that companies are acting on their 

information. Even escalations are a chance to demonstrate the customer commitment 

and build loyalty, but only if companies act quickly and are open about the process and 

duration of finding a solution. 

f. Learn from previous experience 

No Voice of Customer information occurs in a vacuum. Things companies learn from 

one escalation or survey response can be relevant to the experience of other customers, 

especially those of similar size, value, or industry. The more mature the technology and 

CS processes become, the more agile the team will be and the better they will be able 

to receive and implement feedback. If a customer finds a particular onboarding module 

difficult to follow, it may need to be rewritten, moved within the order of presentation, 

or dismissed altogether. On the positive side, a user interface change that helps one 

customer might also benefit others. 

g. Stay close to your customers 

All these customer experience tips depend on companies’ ability to stay close to their 

customers throughout the customer journey. After all, customers who view the 

organization as a partner, not just a vendor, are more likely to work with the company 

on a long-term. That requires the use of customer success team that is able to capture 

and organize information from a range of sources and turn it into real-time metrics that 

reveal the customer experience. The information can be combined with sound business 

algorithms to create a highly visible customer health score. This score is an effective 

account of the customer’s current mood. It can be used to create an early warning 

system to prompt action to capitalize on renewals and upsells, or to prevent churn. It’s 

a way of visualizing customer happiness across segments so companies can prioritize 

actions. 

h. Deploy automation and artificial intelligence 

In a digital environment, customer experience revolves around technology, making 

automation and artificial intelligence some of the most important tools for enhancing 

experience. Automation allows companies to optimize customer experience by 

planning digital workflows which guide customers through desired outcomes at each 
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stage of their customer journey, from onboarding to renewal and beyond. AI increases 

the efficiency of automation by allowing companies to monitor customer data and 

trigger workflows when specific criteria are met. For example, if data indicates that a 

customer has not completed their account profile, a workflow can be triggered which 

sends the customer a reminder and a link to a tutorial on how to finish their profile. 

Customer Retention 
 

What is the recipe for customer retention in SaaS business? 

According to statistics, the probability of selling to an existing customer is 60–70% while the 

probability of selling to a new prospect is 5–20% and 80% of your future business will come 

from 20% of your current customers. So, it absolutely critical to focus on Retention. Majority 

of the interview panel replied retention is the result of great customer experience and product 

fit with the customer when asked about their recipe for retention.  

Customer retention is the process of retaining customers over a specific period of time. A robust 

customer success strategy needs to involve the entire customer journey – not just onboarding 

or renewals. Essentially, there are stages companies should follow to generate repeat business 

from existing customers, to retain them. These stages focus on ensuring customers remain 

engaged with the product and invested in what the brand offers. To maximize customer value, 

all stages need a specific plan to ensure customers get the right level of engagement at the right 

time. The three primary stages that affect customer retention, which are explained in-depth 

further, include: 

1. Customer onboarding strategies aim to provide the customers with a positive 

experience of the brand during the initial stage of the relationship immediately after 

they buy the product. For best results, companies should aim to deliver value to 

customers as soon as possible after their purchase. Strategies to achieve this objective 

include: 

a. Companies need to standardize the onboarding procedure which allows them to 

systematically reproduce successful results. Companies can standardize the 

procedure by breaking it down into steps that define what to do at each stage of the 

onboarding process. Steps companies should cover include key items such as: 

i. The right processes need to be put in place to make sure companies can 

monitor progress and know where each customer is during onboarding. It is 
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important to identify the processes upfront, so companies can plan them 

accordingly. 

ii. Once onboarding starts, it is vital to know exactly how the customers are 

making progress. Consistently monitoring the status of the customers will 

help to know if more proactive measures need to be taken. 

iii. Key milestones are a necessary prerequisite to develop a tight timeframe for 

the customer onboarding. Milestones are quantifiable, such as the number 

logged in users, usage of key features, specific business outcomes, etc. and 

are used to show if customers are seeing value during onboarding. 

iv. To drive adoption during onboarding, it’s good practice to employ nurture 

campaigns. Establish automated, relevant messages, and content that is 

based on measurable goals specific to onboarding customers. 

v. It's always best practice to track business outcomes and create reports for 

management or customers to see if there are issues during onboarding that 

need to be resolved. This is critical if there is a need for executive support 

or buy-in to resolve an issue. Using active, real-time monitoring will help to 

identify any bottlenecks quickly or even prevent them from happening in 

the future. 

vi. Companies need to create usage report and adoption list so they can see 

which customers are adopting the different modules of the product. It also 

helps to identify when a key contact has stopped using the product or a key 

product feature. 

b. Companies need to set onboarding goals in order to frame customer expectations of 

what a successful relationship with the product and company should look like, set 

goals with the customers during the onboarding process. These goals should align 

with the customers’ business goals in order to underscore the practical value derived 

from using the product. They should also be measurable so they can be tracked 

objectively. Companies need to set up a meeting with new customers to elicit their 

goals and review how the product can help their customers attain their objectives. 

c. Companies need to identify KPIs for onboarding so that they can gauge how 

effectively they have achieved key business objectives. Similarly, for onboarding, 

a customer success department needs to ensure they have their onboarding KPIs so 

that they can evaluate their success at reaching goals. The KPIs include: 

i. Time to complete onboarding 
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ii. Usage after onboarding 

2. After customers have been onboarded and begin seeing value from the product, 

adoption strategies seek to deliver added value. Companies can deliver additional value 

in several major ways: 

a. After onboarding, customers may encounter various issues that require support. 

These can range from challenges using product features to technical problems to 

billing issues. The better support companies deliver in response to these concerns, 

the more value the customers will experience from the product and brand. 

Companies need to optimize their support procedures in order to help customers 

consolidate the value their customers experience from the initial purchase with their 

company. 

b. During the onboarding process, customers begin learning the basics about using the 

product. As they continue using the product, they can experience additional value 

by learning to use advanced features and applications. By providing advanced 

training and support, companies can point customers towards ways they can derive 

additional value from the product. Companies can deliver this type of ongoing 

training through means such as online tutorials, email tips, and suggestions 

volunteered during support tickets. 

c. When customers explore applications of their initial purchase, they may encounter 

situations where they would benefit from purchasing additional products. 

Companies can help customers access this additional value by promoting cross-sells 

geared towards meeting the needs of customers who have already purchased from 

the company. Cross-sells involve the purchase of products that complement a 

customer’s initial purchase. For instance, offering customers an app integration for 

a software product would be a cross-sell.  

3. During the renewal phase of customer retention, you invite your customer to continue 

your relationship with you. This invitation can take the form of offering a subscription 

or license renewal, or it can take other forms such as offering an opportunity to upgrade. 

You can increase a customer’s inclination to accept your invitation by implementing 

proven renewal strategies. These strategies each involve their own tactics, procedures, 

and best practices. 

a. Companies need to standardize their Renewal Process just like standardizing the 

onboarding process allows to reproduce successful onboarding experiences. Map 

out the steps that are involved in your customer renewal process and create detailed 
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procedures for each step. Companies can then use these procedures as a checklist 

to ensure a smooth renewal process. Typical steps may include: 

i. Automated renewal reminders 

ii. Automated renewal billing 

iii. Notifications of changes to service agreements or pricing 

iv. Invitations to upgrade or purchase add-ons 

b. Companies need to expand the relationship with an upsell as customer upsell 

opportunities are not timeline-based, but rather a function of three different 

scenarios; One being the customer is approaching full utilization capacity, or 

perhaps the company is launching a new product or feature that aligns with the 

customers’ use case or business goals and lastly, the customer may be seeking 

functionality that only an upsell could assist with. Upsells could (and should) 

happen any time there is a customer need. 

Root Causes for Churn 
 

What are the root causes for customer churn and how can SaaS firms tackle them? 

There could be a multitude of reasons why customers cancel, but sadly many companies don’t 

catch on until it’s too late to save the account. The following are the top reasons for churn and 

possible solutions that were collated from the interview with the CSMs. 

1. Customers not seeing ROI on their investment after purchase.  It could be buyer’s 

remorse or maybe their expectations were too high. Companies could predict such 

scenario by looking out for decrease in usage or straight up inactivity after sign-up.  

Solution: Review the customers’ goals set with the product and guide them throughout 

the onboarding/adoption phases so they aren’t left to their own devices early on. 

2. Solution not implemented in time. Customers can’t determine ROI if they’re not up and 

running nor fully evaluate the solution. Companies need to look if the account is fully 

set up or not.  

Solution: Companies need to establish an internal customer journey map and use it to 

help guide users through the optimal adoption plan and lead them towards value. 

3. Loss of key user or advocate or champion.  
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Solution: Companies need to offer switchover training for new users and make sure 

they know more than one person/champion on the team where possible. It’s important 

to maintain high-level visibility to keep management onboard. 

4. Customers get at poor utilization and/or adoption. Companies need to look out for low 

usage or usage drop, user engagement is stagnant.  

Solution: Companies should ensure successful adoption by guiding customers through 

the process and understanding their goals. Then internally define clear parameters that 

would help identify what is considered “poor adoption/utilization” to allow the CSMs 

to proactively go on a rescue mission. 

5. Customers not realizing the value proposition. Sometimes customers may need a bit of 

encouragement to show and remind them of the ROI from the product. However, if the 

support isn’t timely or helpful or have issues with billing or have a hard time working 

with someone from companies’ side, they might not see value. Companies need to look 

out for number of support tickets, question value of investment.  

Solution: Help benchmark the accounts’ engagement over time to show customers 

where they are improving. Present them with some statistics to show the positive impact 

of their investment. 

6. Lack of features in the product. Many SaaS customers will cancel simply because other 

(competing) services are adding new features and moving forward. They’re going to 

want the latest and the greatest, not 2012. Companies need to look out for feature 

requests or feedback from users.  

Solution: CSMs need reach out to customers periodically to source feature requests or 

even during their check-in calls. It is helpful to get their feedback if companies are 

monitoring their usage within certain modules and then proactively asking them what 

they think. Then the feedback has to with the product team to let them know what really 

matters to the customers. 

7. New management. This is one of the most common challenges, when new management 

comes in assessing why we’re using this or that. This opens the door to justifying the 

expense of the current solution and why not another. Companied need to look out for 

Information about management change.  

Solution: CSMs need to Proactive call to introduce self and solution to new 

management and offer training. 
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8. Buggy product. Companies need to look for increase in support tickets or calls for help. 

Solution: Companies to be knowledgeable, empathetic, and offer solutions/alternatives 

in a timely fashion. Then make sure to tell the development team to fix the bugs! 

9. Customers outgrow solution or they downsize. Companies need to look for advance 

feature requests or lower fee structure.  

Solution: CSMs need to share this feedback internally. There might be options to scale 

up or down on the product. Communication is key. 

10. Product is not a right fit. Companies need to look for Customer’s 

understanding/expectations of the product are not accurate.  

Solution: CSMs could participate in the tail end of sales discussions and offer a clear 

path for implementation/onboarding to set clear expectations. 
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Chapter 5: Discussion & Summary 
 

At this point, the three research questions have been answered, and a greater understanding of 

what customer success management is, has been reached, as well as how the value is created 

to both the company and the customer. The key takeaway from all the research and discussion 

is that: This is the era of customers; the only way companies can grow best is by leading with 

customer value at their core. To simplify this in a nutshell, marketing teams within companies 

need to seek for more quality leads instead quantity i.e., they need to create demand from ideal 

customer persona (ICP) targeting high success and revenue potential. This in turn leads to 

higher conversion rates as well lower churn and customer acquisition cost (CAC). Hence, 

customer success teams will no longer be firefighters but help customers realise the value they 

would derive from the products with a dedicated customer success program. Dedicated 

customer success programs trigger a sense of fulfilment and accomplishment within customers 

when they achieve their initial goals and this in turn would result in high motivation to refer 

the product to others, the willingness to pay more for advanced features, which opens new 

paths for up-sells and cross-sells. But all this is said easier than done. It could only be achieved 

by a certain set of mindsets. 

a. Building value over just managing customers: 

Many customer-facing organizations take a customer management approach to 

customer success. They seek to nurture long-term relationships with customers for the 

purposes of selling more products and services by providing good service and 

answering customer questions. But if organizations simply answer questions and give 

people the help they need, they can be blind to whether customers are achieving the 

business outcomes they expect. Customers are likely to churn even if they give the 

organization high satisfaction scores for every interaction. 

Best-in-class customer-centric companies should not only satisfy customers in the 

moment. They have to create value for customers in the long run—whether that value 

is tangible (e.g., lower costs, operational efficiencies, or time savings) or intangible 

(e.g., deepening a relationship or building trust in the organization). 

Companies should create ongoing value by proactively working with customers across 

the post-sale customer lifecycle. They should work with customers to determine their 

business priorities and desired outcomes, map out the steps necessary to achieve those 

aims, and help unlock value from product to bring those outcomes to life. 
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Because a customer’s definition of success can easily change over time, they should 

also keep in touch with customers and proactively address ever shifting requirements. 

For example, if the customer indicated that decreased process time was a key driver 

during the sales process, the company might ask how long the process takes today. If 

the customer has achieved that goal, the company would identify additional objectives 

the customer now hopes to pursue. 

b. Creating a customer maturity model: 

For customer-centric companies, Customer Success shouldn’t just be a once-and-done 

deal. These organizations should clearly define a customer maturity model to 

proactively improve the value customers achieve from their products or services. This 

maturity model shouldn’t just cover traditional CS activities. It should be aligned across 

the organization, rather than operating in silos, and should be operationalized to ensure 

strong execution with the right tools, processes, and organizational structures. 

The most advanced customer maturity models should operate across the entire 

organization, not just the customer facing teams, to systematically move the customer 

to greater levels of adoption. These models: 1) Should start with an incredible product 

that truly satisfies market demands. 2) Should ensure that the marketing team knows 

exactly what niche they serve and how best to present the product to that market. 3) 

Should help customers become intentional about how they use the product to ensure 

they’re immersed in it. 4) Should help get customers to where the product becomes 

integrated into their daily operations. 5) Should help customers innovate with the 

product—and become true advocates. 

c. Mining data for granular insights: 

It is vital is to have strong domain expertise in the customers’ industries. Domain 

expertise allows companies to come up with solid theories about what features, and 

services will provide value to their customers. But they need mine and interpret the data 

to determine exactly what customer actions and behaviours indicate that they’re 

achieving value and stickiness. 

The trouble is that companies are awash in data. Contracts, survey responses, 

satisfaction scores, demographic data, help desk tickets, logged interactions between 

customers and support, product usage tracking data, all provide tantalizing clues that 

teams across the organization can mine to find ways to increase customer value. Yet all 

too often, this data is not easily accessible. Or it is available in aggregate, but not at a 

granular level. 
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Customer-centric companies should use technologies that provide visibility across 

existing data sources and deliver detailed information at the right time to the right 

person to provide insights into every phase of the customer journey. 

For example, granular, real-time data about what customers are doing with a CRM 

product can show a customer-centric company whether a user is using a specific feature, 

such as reporting. If she isn’t using that feature, she may not be sharing the information 

she’s gathered with the executive team, and the customer won’t see the full value from 

the product. With fine-grained data about individual users, companies can determine 

when value gaps arise and proactively address them. 

d. Nurturing and engaging every customer: 

Most companies segment customers to determine the level of investment and effort they 

should devote to them. But just because a customer only spends tens or hundreds of 

dollars doesn’t mean that they don’t have high expectations of value from a product or 

service. And when taken in aggregate, customers paying even a few dollars a month 

can have a significant impact on the top line. 

Companies should help all customers achieve success with appropriate levels of 

investment. For high-value accounts, companies should assign an account manager to 

speak directly with customers during and after the sales process to determine what value 

customers are looking for and to track markers of whether the customer is achieving 

that value. 

With customers that represent a lower dollar value, companies should offer a similar 

level of service and experience with the help of strong domain experts, content, and 

technology. Domain experts should identify the concerns of the market. And then the 

company should use technology to send the right information at the right time and to 

track measures of customer value, thereby scaling its engagement model at an 

affordable cost. As a result, companies could have the wherewithal to nurture all 

customers, not just high value ones, and support all users, not just buyers and decision 

makers. 

e. Engaging contextually not just periodically: 

Instead of checking in with customers periodically to see how they’re doing and answer 

questions, the companies should check in intentionally and strategically. They must 

understand that the customer journey has different phases (such as onboarding, 

adoption, and evolution) and that within each phase, customers have different priorities 

and expectations—and engage accordingly. 
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For example, during onboarding, the product must be configured correctly, delivered 

on time, and meet customer needs. Moving towards adoption, the customer should be 

using the product, achieving business value, and becoming delighted. During evolution, 

customers are looking at what’s next—how they can derive even greater value. 

Customer-centric companies should identify customer expectations across this 

spectrum and take their engagement cues from where the customer is on the journey. 

Rather than being premature or too late, these organizations should give the customer 

exactly what they need when they need it. 

How should companies gather information about customer expectations and priorities 

in different phases? By doing their homework. They should ask customers about their 

expectations for each stage in the customer lifecycle and then make those expectations 

their priorities. In addition, they should also ensure that engineering, sales, marketing, 

and all other departments across their own organization understand and align with 

customers’ priorities.  

And finally, truly efficient customer success processes are research-oriented when it 

comes to creating relationships with customers and continually evolve the processes. 

Relationships with customers could be developed by a method called relationship 

mapping. Relationship mapping allows these companies to clearly outline what they’re 

looking to achieve and how they plan to achieve it, how they can leverage relationships 

to achieve their goals, who can hurt their efforts and how, and how people within their 

company and the customer’s company are affected by their actions. With this 

information, they then develop more effective strategies for achieving goals and 

ultimately strengthen ties with customers. 

Suggestions for Further Research 
 

While this research has been quite explorative, utilising data from experts from variety of SaaS 

companies, more research could be done specifically on digital transformations such as 

automating majority of the tasks using artificial intelligence and machine learning in customer 

success management. Scenarios such as pandemics, changed the market patterns and 

companies that had been hesitant about embracing digital transformation realized the need to 

prioritize a digital-first customer success approach. According to stats, a drastic increase in the 

number of accounts managed per CSM with 17% of respondents stating that the typical CSM 

managed more than 200 accounts (up from 5% in 2020). As the pandemic has forced many 
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organizations to do more with fewer resources, a digital-first customer success approach has 

become necessary. 

Though, Artificial intelligence in customer success is no longer an innovation but an 

established best practice. Deeper exploration on how artificial intelligence and machine 

learning could further help customer success management to smoothen the processes and 

achieve better results is one of the ways to go ahead. 
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