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Beyond Retention: Client Success

Client Success — The Five
Jobs Beyond Retention

Principle #8: Client Success — The Five Jobs Beyond Retention

The Complete Implementation Guide

This white paper is a companion to Chapter 8 of The 50 Factor by Scott Scully. The book tells the story. This guide gives you the step-
by-step playbook to transform your account management function from a defensive retention team into a growth engine that drives
10-20% of company revenue.

Why This Principle Matters

Most companies define client success as "keep the client.” That's not success. That's survival.

In a properly structured services business, your account management function has five jobs — retention, expansion, cross-sell,
referrals, and advocacy. Most companies do one. The financial difference between doing one and doing all five can be 10-20% of
total company revenue — revenue that requires no additional marketing spend, no additional lead generation, and no additional sales
team capacity.

The numbers make this painfully clear:

e -« Harvard Business Review: Increasing customer retention rates by 5% increases profits by 25-95%.
e « Gartner: 80% of a company's future revenue will come from just 20% of its existing customers.

e « Pacific Crest/KeyBanc: The median B2B company with net revenue retention above 120% grows 2.5x faster than those below
100%.

e « Bain & Company: The probability of selling to an existing customer is 60—70%. The probability of selling to a new prospect is 5-
20%.



e - The average B2B services company generates less than 8% of new revenue from existing client expansion. Best-in-class
companies generate 25-40%.

Your existing clients already trust you. They already know your team. They've already been through onboarding. The cost of selling
them more is a fraction of the cost of acquiring someone new. Yet most companies treat account management as a maintenance
function and leave millions in expansion revenue uncaptured.

The Five Jobs of Client Success

Every account manager in your company should be measured on all five. Not just retention. All five.

Job 1: Retention

Keep the client. Prevent churn. Renew the contract. This is the baseline — essential, but not the goal. Measuring your team only on
retention produces defensive, firefighting behavior. They spend all day preventing bad things instead of creating good things.

How to measure it: Gross logo retention rate (percentage of clients retained) and gross revenue retention rate (percentage of
revenue retained). Track both monthly and trailing 12-month.

Leading indicators of churn to watch weekly: Client response time increasing. QBR attendance dropping. Support ticket volume
spiking. Usage declining. Champion leaving the client company. Payment arriving late.

Job 2: Expansion

Sell more of what they already have. Bigger contracts, more volume, increased scope. This is the highest-margin revenue in your
business because the client is already onboarded and the trust is established.

How to operationalize it: Every QBR includes "what else can we do?" — positioned as a recommendation, not a pitch. AMs identify
expansion triggers: client growing, launching new products, entering new markets, complaining about problems you can solve. Set
expansion targets by account and by AM. Compensate AMs on expansion revenue at the same rate as new business.

The expansion conversation: "Based on the results we've delivered this quarter — [specific metrics] — I'd recommend we explore
adding [specific service]. Companies at your stage typically see [specific outcome] when they add this. Would it be worth a 30-minute

conversation?"

Job 3: Cross-Sell
Sell them services they don't have yet — adjacent offerings that complement what they're already using. Different from expansion

(which is "more of the same").

How to operationalize it: Build a client capability matrix — rows are clients, columns are service lines. Color-code: green = using,
yellow = fits but not using. The yellow cells are your cross-sell pipeline. AMs present cross-sell through QBRs as diagnostic
recommendations, not cold pitches.

Job 4: Referrals

Generate introductions to new prospects through existing client relationships. The AM is the natural referral-asker because they own
the relationship and are present at moments of victory. Built into the QBR agenda. Tracked on the scorecard. Compensated. Not
optional. (See Principle #7 for the full referral system.)

Job 5: Advocacy

Turn happy clients into active marketing participants — case studies, testimonials, video interviews, reference calls, conference
speakers, social media mentions. Advocacy is earned media that money can't buy. A case study from a three-year client is more



persuasive than any ad.

How to operationalize it: Set advocacy targets (2 actions per AM per quarter). Build a simple intake process. Recognize clients who
participate. Advocacy is a favor — treat it like one.

The CSM Scorecard: Measuring All Five Jobs

When AMs are measured on all five, their behavior shifts from defense to offense. The energy of the entire function changes.

The Quarterly Business Review (QBR)

The single highest-leverage recurring meeting in a services business. 60—90 minutes. Three parts.

Part 1: Where We've Been (20-30 min). Review metrics, deliverables, and outcomes. Own failures publicly — clients respect
honesty more than spin. Present: key deliverables and results, metrics vs. goals, what worked and didn't, satisfaction feedback.

Part 2: Where We're Going (20-30 min). Next quarter's plan and priorities. This is where expansion and cross-sell emerge naturally.
Present: recommended priorities based on results, expansion opportunities, cross-sell recommendations, agreed-upon goals.

Part 3: How We Help Each Other Grow (10-20 min). This is the section most companies skip — and it's the most valuable. Discuss:
referral opportunities (specific names, not generic asks), case study requests, reference call availability, event participation.

The QBR effect over time: After 2—3 quarters of consistent QBRs, clients show up prepared with their own data and ideas. The
meeting evolves from a vendor check-in to a partnership meeting. That's when you know it's working.

Client Segmentation

Equal treatment of unequal accounts is not fair — it's wasteful.

Tier 1: Strategic Accounts (Top 10-15%). Dedicated AM. Monthly touchpoints. Full QBRs quarterly. Executive relationships. 8-12
accounts per AM.

Tier 2: Mid-Market (Middle 60%). Shared AM (15-25 accounts). Quarterly touchpoints. Lighter QBRs. Reactive plus scheduled
proactive outreach.

Tier 3: Digital-First (Bottom 25%). Automated check-ins. Self-service resources. Responsive human support on demand. 50-100+
accounts managed through technology plus one CSM for escalations.

Your biggest clients generate most of your revenue and deserve the most attention. Your smallest clients actually get better service
through prompt digital channels than through an overwhelmed CSM who can't return calls.

The Retention-Only Trap

When you measure CSMs only on retention, you get defensive crouching instead of growth. They avoid expansion conversations.
They skip referral asks. They burn out firefighting. And expansion, cross-sell, referrals, and advocacy become "nobody's job."

The fix: the five-job scorecard. Measure what you want to see more of.




The ROI of a Full Client Success Function

A company with 200 clients, $15M in revenue, and 85% retention.

After implementing the five-job model:

* Retention improves to 92%: $1.05M saved
e « Systematic expansion: $800K/year

e < Cross-sell: $400K/year in new service line revenue

« Referrals: 15 qualified leads, 5 closed at $50K = $250K

» Advocacy: 8 case studies, 12 testimonials — reducing sales cycle 15%

Total first-year impact: approximately $2.5M in incremental revenue and savings from a function that already exists.

Common Mistakes and How to Avoid Them

Mistake #1: Measuring only retention. Measure all five jobs or you'll only get one.

Mistake #2: Not compensating for expansion and referrals. If AMs don't earn commissions on growth, growth becomes an
afterthought.

Mistake #3: Inconsistent QBRs. A QBR that happens "when we get around to it" has no compounding effect. Schedule quarterly for
every Tier 1 and 2 client.

Mistake #4: Equal service for unequal accounts. Segment. Give strategic accounts attention. Give long-tail accounts digital-first
service that actually works better for them.

Mistake #5: Treating CSM as junior. Client success generates and protects more revenue per person than any other function. Staff
it with your most capable people.

Mistake #6: No executive involvement. The founder should personally know every Tier 1 client by name and have dinner with at
least one per month. You cannot delegate the founder-to-founder relationship.

Mistake #7: Skipping Part 3 of the QBR. "How we help each other grow" is where referrals, case studies, and references come
from. After a quarter of strong results, the ask is earned.

Quick-Start Checklist

v [0 Redesign your CSM scorecard with all five metrics

v [ Assign weights to each metric

v [ Build the expansion pipeline: review every Tier 1 and 2 account
v [ Build the cross-sell matrix: clients x service lines, color-coded
v [0 Segment clients into three tiers

v [ Design your QBR format: 3 parts, 60—90 minutes

v [ Schedule QBRs for all Tier 1 clients for the next 4 quarters

v [0 Set AM compensation for expansion and referral revenue

v [ Set advocacy targets: 2 actions per AM per quarter



v [ Take one Tier 1 client to dinner this month — no agenda

v [ Review the CSM scorecard weekly in leadership meeting

Implementation Tools

Ready-to-use templates for this Growth Factor

LE>S  Five-Job CSM Scorecard
Columns: Metric, Weight, Target, Actual, Score, Notes

ﬂ QBR Agenda Template
3-part structure with presenter notes

Client Segmentation Matrix
Columns: Client, Annual Revenue, Growth Potential, Strategic Value, Tier, Service Model, +1 more

Cross-Sell Opportunity Matrix

Columns: Function, Task, Hours/Week, Repetitive? (Y/N), Al Tool, Est. Time Saved, +2 more

Expansion Pipeline Tracker
Columns: Client, AM, Current Revenue, Expansion Opportunity, Est. Value, Stage, +2 more

This is Principle #8 of 50. Client Success connects directly to the Retention and Value variables in the Growth Formula (#4). When
your CSM team runs all five jobs, retention improves, customer value increases, referrals feed leads, and advocacy boosts close
rates.

Get the book: The 50 Factor by Scott Scully

The Founder's Personal Role in Client Success

This is the part most CEOs skip — and it's the part that separates good client success programs from great ones.

Your account managers can run the day-to-day. They can execute QBRs, track scorecards, and manage the five jobs. But the
founder-to-founder relationship with your largest clients cannot be delegated. Nobody else carries the same weight.

The monthly practice: Take one Tier 1 client to dinner every month. No agenda. No deck. No pitch. Ask how their business is going,
what they're worried about, what they're excited about. Invest in the relationship personally.

Why this works: the CEO dinner creates a channel that bypasses the day-to-day noise. Your AM handles the operational relationship.
You handle the strategic relationship. When a Tier 1 client has a concern that's too big for the AM — or when they're considering a
major expansion — you're already in the conversation because you've been investing in the relationship quarterly.

The compound effect: A CEO who personally knows every Tier 1 client creates a retention moat that competitors can't breach. Even
if a competitor offers a lower price, the client thinks: "The CEO of this company has dinner with me quarterly. He knows my business.
He cares. I'm not leaving for 10% savings." That personal investment is worth more than any retention strategy your AM team could
execute.




Building the QBR Cadence: The First 90 Days

Most companies fail at QBRs not because the format is wrong but because they never build the cadence. Here's how to start:

Month 1: CEO-led pilot. You personally run QBRs with your top 5 clients. This serves three purposes: you see the client relationship
up close (Principle #3), you model the format for your AMs, and you build the template from real conversations instead of theory.

Month 2: AM co-pilot. Your AMs sit in on QBRs and co-present. They learn the format by watching you, then gradually take over
sections. By the end of month 2, the AM is running 70% of the meeting and you're providing executive presence.

Month 3: AM-led, CEO-attended selectively. AMs run their own QBRs. You attend the Tier 1 QBRs only. For Tier 2, you receive the
summary notes and review in your weekly leadership meeting.

Quarter 2 and beyond: QBRs are fully AM-owned. You receive quarterly reports on: QBR completion rate (are all scheduled QBRs
actually happening?), expansion opportunities identified, referrals asked, advocacy actions generated.

The key: schedule all QBRs for the full year on Day 1. Put them on the client's calendar and your AM's calendar. If they're not
scheduled, they don't happen. If they're scheduled one at a time, they get postponed. A full year of pre-scheduled QBRs creates a
cadence that becomes automatic.

Measuring Client Success at the Company Level

Beyond individual AM scorecards, you need company-level metrics that tell you whether the Client Success function is working:

Net Revenue Retention (NRR). This is the single most important metric. NRR = (retained revenue + expansion revenue) +
beginning-of-period revenue. If NRR is above 100%, your existing clients are growing faster than they're churning — which means
you're building a compounding revenue base even before new sales. Best-in-class B2B services companies run NRR of 105-120%.

Expansion Revenue as a Percentage of New Revenue. What percentage of your total new revenue came from existing client

expansion versus new logos? If expansion is below 20%, you're leaving money on the table. Target: 30-40%.

Client Lifespan. How long does the average client stay? Track this in months. Plot the trend over time. If average lifespan is
increasing, your Client Success program is working. If it's decreasing, something broke.

Referral Rate. What percentage of new clients were referred by existing clients? This is a proxy for how happy your clients are —
because unhappy clients don't refer. Target: 15-25% of new logos.

NPS or CSAT Score. Net Promoter Score or Client Satisfaction Score, measured quarterly. Not as an end-all metric, but as a
directional indicator. If NPS is trending up, the client experience is improving. If it's trending down, find out why before it shows up in
churn.

Report these five metrics monthly alongside revenue in your leadership meeting. Client Success is not a soft function — it's the
function that determines whether your revenue base compounds or leaks.

The Hidden Cost of Not Having a Client Success Function

Many companies — especially between $3M and $15M — don't have a formal Client Success function. They have account managers
who "handle clients." The AMs respond to problems, renew contracts when they come up, and occasionally upsell when the client
asks for more. There's no scorecard, no QBR cadence, no segmentation, and no proactive expansion strategy.

Here's what that costs:



Churn you could have prevented. Without leading indicators (Principle #8's Client Health Dashboard), you find out about churn
when the client sends the cancellation email — by which point the relationship has been deteriorating for 90+ days.

Expansion revenue you never captured. Without a systematic expansion process, growth from existing clients depends on clients

asking for more. Most won't ask. They'll buy it from someone else — because nobody at your company thought to offer it.

Referrals you never got. Without a referral ask built into the QBR cadence, referrals happen by accident. Your best clients — the
ones who would enthusiastically introduce you — have never been formally asked.

Advocacy assets you never created. Your best case studies are sitting in your client base right now, undocumented. Your most
compelling testimonials are unspoken. Your strongest references are unasked. Every quarter you don't build these assets, your sales
team is selling without ammunition.

The conservative math: a company at $10M revenue with 200 clients, running Client Success as a retention-only function, is leaving
approximately $1.5—-2.5M annually on the table in uncaptured expansion, uncaptured referrals, and preventable churn. That's 15-25%
of revenue — from a function that already has people assigned to it. You're not adding headcount. You're adding measurement and
structure.



