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Retain and Expand: The Customer Success Revenue Playbook

A WORKPLACEAI STRATEGY PLAYBOOK

From Customer Signal to Retained, Expanded

Revenue

The same signals that warn of churn also reveal expansion. Here is how to capture them, hand
each account to the right owner with context, and coordinate every save and growth play that

follows.
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Key Takeaways

Most customer success teams learn about churn at the renewal call and about
expansion by accident. The signals that predicted both sat in five systems that
never talked to each other.

Risk and opportunity come from the same signal families: product usage, support,
sentiment, relationships, and commercial terms. Capture them once and read them
both ways.

A health score without its drivers is a number nobody trusts. Every flag should
arrive with a reason: what changed, since when, and how much revenue and time
are at stake.

The handoff is a contract. Support, sales, and customer success each pass
accounts to one another, and each handoff needs a packet, a response window,
and an accept-or-reject decision.

One plan per account prevents the worst post-sale failures: the upsell email sent
during an open escalation, the survey that lands on an angry customer, the
renewal notice nobody coordinated.

Every outcome, saved, churned, expanded, or downgraded, is a signal for product,
marketing, sales, and support. Closing that loop is where the compounding value

sits.
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The sale closes, the contract is signed, and the signals start. Customers log in or they do

not. They file tickets, answer surveys, change champions, miss payments, and ask

questions that sound like expansion or like exit. Each of those events is evidence, and in

most companies each one lands in a different system with a different owner.

The Post-Sale Revenue Leak

Three failures repeat, whatever the size of the team.

o Churn arrives as a surprise. The usage decline began months before the renewal, the

champion left in the spring, and the support tickets had turned sharp. Nobody saw all

three at once.

« Expansion arrives by accident. A customer hits a plan limit or a new team starts using

the product, and the sales team hears about it from the customer, weeks later, if at all.

o Outreach collides. Marketing sends a promotion, a rep sends an upsell note, and

support is mid-escalation with the same contact. The customer experiences it as a

company that does not know who they are.

The fix is a pipeline that treats post-sale signals as one stream: capture them, interpret

them with a reason, route each account to the right owner, orchestrate the response, and

learn from the result. It is the second half of the pipeline described in the Intent to Outreach

Playbook, and it begins where that one ends.

The Retain-and-Expand Pipeline

Capture — Interpret — Hand Off —. Orchestrate — Learn

Capture

Collect health
signals from usage,
support, sentiment,
relationships, and
commercial data,

tied to an account.

Interpret

Combine adoption,
sentiment,
relationship, and
commercial trends
into a priority and a

stated reason.

Hand Off

Route the account
to the right owner
with a complete
packet and an
agreed response

window.

Orchestrate

Run one
coordinated plan of
save or expansion
actions, with every
other channel

following it.
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Learn

Send outcomes
back to scoring,
product, marketing,

sales, and support.

The Signal Exchange Playbook describes what should move between functions. Customer

success sits at the center of that exchange, because it receives signals from every other
function and produces signals that every other function needs.

Stage 1: Capture Health Signals

Account health is a pattern across six families of evidence. No single family is reliable alone,
and the combination is what separates a quiet account from an at-risk one.

Product Usage

Active users against

licensed seats,

breadth and depth

of feature use, login

frequency, trends
over time, time to

first value.

Voice

Survey and
satisfaction scores,
call and email
sentiment, review
activity, and

feedback themes.

Support

Ticket volume and
severity, repeat
issues, unresolved
age, escalations,
and the sentiment

of the language.

External

Leadership
changes, layoffs,
funding,
acquisitions, and
competitor
mentions at the
customer's

company.

Relationship

Champion changes,
executive sponsor
engagement,
meeting cadence,
and how many
people at the
account you can

reach.

Commercial

Renewal date,
contract terms,
billing problems,
discount history,
plan limits reached,
and expansion

questions.
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Rank signals by urgency

Tier Examples Default action
Tier 1: Champion departure, a cancellation or downgrade request, Assign an owner and
Critical an executive complaint, a payment failure on an account respond the same day.

with falling usage.

Tier 2: Sustained usage decline, a low satisfaction score, an Diagnose and assign within

Strong onboarding milestone missed, repeated escalations. two business days.

Tier 3: A single missed login week, one neutral ticket, a survey left Log, watch, and look for

Ambient unanswered. accumulation.

Opportunity Seats near the limit, a new team adopting, a request for a Route to the account owner
feature on a higher plan, executive praise. as an expansion lead.

Read every signal in both directions

A surge in usage may signal growth or may signal a customer straining against a limit and
shopping alternatives. A spike in tickets may signal frustration or deep engagement. The
interpretation depends on the other families, which is why capture comes before scoring
and why a single metric misleads.

Resolve identity first. Every signal needs an account, and ideally a person, or it cannot be
combined. Where the data lives in separate systems, an account identifier shared across
them is the first thing to build.

Stage 2: Interpret With a Reason, Not Just a Score

A health score compresses many signals into one number. A customer success manager
who sees only the number learns that something changed and has to investigate to learn
what. The interpretation step therefore produces three outputs: a priority, a reason, and a
clock.



Set priority by risk, value, and time

Account

Time to renewal Response

value

High  High Under 120 Urgent: owner assigned today, executive involvement
days considered.
High  High Over 120 days Active save plan with weekly review.
High  Low Any Scaled plan: automated outreach and a lighter human touch.
Low High Under 120 Renewal preparation, plus expansion discovery.
days
Low Any Any Monitor, and watch for opportunity signals.

The 120-day line is a starting point to tune against your renewal cycle. The principle is that a
given risk deserves different urgency depending on how much revenue it threatens and
how much time is left to respond.

Write the why-now statement

Al can turn the signal record into two plain sentences. An illustrative example: “Weekly
active users fell from 41 to 18 over six weeks. The administrator who championed the
purchase left the company three weeks ago, and two tickets since then have gone
unanswered for more than five days. Renewal is in 94 days." The statement should cite only
what the record shows, with dates and numbers.

Show the drivers behind every score. The guide on Al churn prediction covers the signals

most worth weighting, and CRM sentiment analysis covers reading the language in tickets,

calls, and emails.

Stage 3: The Handoff Contract

Customer accounts change hands constantly. Sales hands a new customer to success.
Support hands a frustrated customer to success. Success hands an expansion opportunity
to sales. Each transfer loses context unless the handoff is a contract with four parts: what
the receiver gets, how fast they respond, how they accept or reject, and what happens

next.
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Sales to customer success

THE CLOSED-WON HANDOFF PACKET

* Who: the buying committee, the champion, the economic buyer, and the technical owner.

* Why they bought: the problem, the outcome promised, and the success criteria in the customer's
words.

» What was promised: commitments, custom terms, and timelines set during the sale.
» What worried them: objections raised, competitors considered, and risks the customer named.

« Signal history: the intent signals and conversations that led to the deal.

This is the packet that most often goes missing, and its absence explains many early churn
cases. The customer has to repeat the whole story to a new person who promised nothing

and knows nothing.

Support to customer success

THE RISK HANDOFF PACKET

Account and contact: who, their role, and the account value and renewal date.

Why now: the signal sequence with dates, including ticket history and sentiment.

Conflicts: open escalations, active sales conversations, and recent outreach.

Suggested first move: channel, owner, and a draft message to edit.

Customer success to sales

An expansion signal goes to the account owner with the evidence behind it: the usage
pattern, who is asking, what they asked, and the account's health. Sales should not receive
an expansion lead from an account with an open severe issue. The handoff rule blocks it
until the issue is resolved.

Response windows and accept or reject

Set a response window for each tier and measure it. Reasonable starting points, to be tuned
against your data: the same day for Tier 1, two business days for Tier 2, and a weekly
review for Tier 3. Every handoff is accepted or rejected within the window, with a reason
code from a short list. Rejected handoffs return to the sender with the reason attached, and
untouched handoffs escalate to a manager.



Stage 4: Orchestrate Save and Expansion Plays

After the handoff, several functions want to talk to the same customer. Customer success,
support, sales, marketing, and finance run on separate calendars. Orchestration means one
plan per account: the goal, the stakeholders, the current lifecycle stage, the next best
action, and the rules that govern everything else.

Match the play to the lifecycle stage

Lifecycle

Customer question Signals to watch

stage

Onboarding Can | get value Setup milestones, first-use Guided setup, milestone check-ins,

Triggered when a
milestone passes
without activity.

Guided help within

a day, not a weekly

check-in.

Triggered by

sustained decline.

Diagnose the
cause, then train,
simplify, or

escalate.

Triggered when the
champion leaves.
Identify and win a
new sponsor before
the renewal

conversation.

quickly? activity, early tickets. fast help on stalls.
Adoption Is my team using Active seats, feature breadth, Role-based training, adoption
this? new teams. content, champion coaching.
Value Is this worth what Outcome metrics, executive Business review with measured
delivery | pay? engagement, satisfaction. results, success story drafted.
Renewal Should we Health trend, champion status, Renewal plan from 120 days out,
continue? commercial terms. executive alignment, risk plays.
Expansion What else can Plan limits, new use cases, Expansion discovery, tailored
this do for us? requests. proposal, proof from similar
accounts.
The core plays
Onboarding Usage Recovery Champion Satisfaction
Rescue Transition Recovery

Triggered by a low
score. Personal
follow-up with a fix,
not a survey

reminder.



Expansion
Discovery
Triggered by limits
and new usage.
Confirm need and

value before

Advocacy Ask
Triggered by high
satisfaction and a
won outcome. Ask
for a reference or

review at the

proposing price. moment of peak

satisfaction.

Several of these plays have working builds. See the guides on onboarding_stall detection,

champion departure, satisfaction recovery, and testimonial collection.

Coordination rules

e Suppress promotions and surveys to accounts in an open escalation or an active save
play.

o Block upsell outreach to any account with an unresolved severe ticket.

 Name one owner for each account's voice, and route every reply to that owner.

o Cap total touches per contact per week across support, success, sales, and marketing.

o Time satisfaction surveys away from failures, and never send one in the middle of a
dispute.

» Pause automated renewal notices until the owner has reviewed accounts flagged as at
risk.

What AI does and what people decide

Al Provides People Decide

Account briefs, why-now statements, summaries Executive conversations, discounts and credits,

of tickets and calls, draft outreach grounded in contract changes, any message to an upset
the signal record, lookups of similar accounts customer, and when to stop pursuing an
that were saved, and enforcement of expansion.

suppression rules.
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Support triage and routing feed this stage. See the first 60 seconds of support and the
escalation router.

Stage 5: Close the Loop

Every account ends each period as saved, churned, expanded, or downgraded. Each
outcome is evidence for another function, and passing it on is what turns customer success
from a cost center into the intelligence hub of the company.

Churn reasons — Product

Recurring causes of churn and friction become evidence for the product roadmap, with account value
attached.

Saved accounts — Play library

What worked to save accounts becomes the starting draft for the next similar case.

Retained accounts — Sales and marketing

The customers who stay and grow define the ICP, and their stories become references and case
studies.

Support themes — Content and training

Repeated questions become adoption content, help articles, and onboarding changes.

Missed signals — Scoring

Churn that the model did not flag shows which signals to add or reweight.

Expansion wins — Signal patterns

The signals that preceded successful expansion become higher-priority opportunity triggers.

The Al voice of customer pipeline covers turning scattered feedback into themes that other

functions can use.
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An Illustrative Walkthrough

The following example is illustrative, not a case study. It follows one mid-market account
through a save play.

ONE ACCOUNT, NINETY-FOUR DAYS TO RENEWAL

o Week 1: Active users fall for the third week in a row. The signal is Tier 3 and is
logged.

o Week 3: The administrator who bought the product leaves the company. This is a
Tier 1 signal, and the account is high value with renewal under 120 days away.

o Same day: The system writes the why-now statement, builds the packet, and
checks for conflicts. It finds none, but it pauses the automated renewal notice and
a pending promotion for the account.

o Next morning: The account owner accepts the handoff and writes to the user with
the most activity, offering a short conversation about their workflow. The message
does not mention the departure.

» Week 4: The conversation surfaces a new sponsor, a director of operations. The
plan moves to executive alignment, and a measured-results summary is drafted
for her review.

o Week 6: Usage recovers and the director asks about adding a second team. The
signal routes to sales as an expansion lead, with the full history attached.

o Outcome logged: The account renews, an expansion opportunity opens, and the
sequence is saved as a pattern for similar champion transitions.

Governance and Guardrails

Post-sale automation touches customer data, private communications, and the relationship
that pays the bills. Consult counsel on consent and data rules for call recordings, email
analysis, and any monitoring of individuals at customer companies, since they differ by
region. Beyond the legal minimum, a few practices keep the pipeline trustworthy.

o Use business signals about the account and its professional role, and collect only the
data the pipeline needs.



o Disclose analysis of calls and tickets in your terms and privacy notices, and honor opt-
outs.

o Never automate a cancellation, a downgrade, a credit, or a discount. Those decisions
need a person.

» Require human review of any message sent to an escalated or high-value account.

e Log every automated action with the signal that triggered it, and explain every routing
decision in one line.

o Sample Al summaries weekly for accuracy. A summary that misstates a customer's
complaint can damage a relationship faster than silence.

e Do not treat high support use as a negative by default. Engaged customers often file
more tickets.

The broader controls are covered in Agent Governance and Guardrails.

Where This Breaks

Failure What you see Fix

Stale usage data Scores built on last month's Daily refresh, with an alert when a source stops
numbers updating

Score without drivers Managers ignore the number  Show the three signals behind every flag

Alert overload Every account looks urgent Tiers, caps, and value-weighted priority

No loop to product Churn reasons pile up with A monthly review that routes themes to product
no owner with account value

Upsell to an unhappy A pitch arrives during an Handoff rule that blocks expansion leads while a

account escalation severe issue is open

Missing sales context The customer repeats their Required closed-won packet before onboarding
story starts

Survey fatigue Response rates fall and Frequency caps and timing rules

scores skew

Stale relationship data The system tracks a Quarterly contact verification and a champion
champion who left field with an owner
Shallow summaries Al misses nuance in a tense Human review for any account in an active save

thread play
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Measuring the Pipeline

Gross revenue retention measures the share of recurring revenue kept from existing

customers, excluding expansion. Net revenue retention adds expansion, minus churn and

downgrades. Track both, and add measures of the pipeline itself.

Gross Revenue
Retention
Revenue kept from
the starting
customer base,

before expansion.

Time to First
Action

Median time from
Tier 1flagto a

human response.

What You Need to Build This

Net Revenue

Retention
Revenue from the
same customers
after churn,
downgrade, and

expansion.

Handoff
Acceptance
Share of handoffs
accepted, and the
mix of rejection

reasons.

Time to First

Value

Days from signature
to the first outcome
the customer cares

about.

Expansion From

Signals

Pipeline and
revenue from
expansion leads
that began as

signals.

Save Rate

Share of flagged at-
risk accounts that
renew, by tier and

by play.

Forecast Accuracy

How closely
renewal forecasts

matched outcomes.

The pipeline needs a small set of components, and most teams already have several. Work

out the signals, tiers, packets, and rules first. None of that needs a new tool, and a

spreadsheet and a weekly review can test the signals before anything is automated.



System of Record

A CRM or customer
success platform
holding accounts,
contacts, owners,
renewals, and

opportunities.

An Al Step

Drafts why-now
statements,
summarizes tickets
and calls, and
writes outreach
drafts from the

signal record.

Data Connections

Feeds from product
analytics, the
helpdesk, billing,
calendar and email,
and call notes,
joined on a shared

account identifier.

Owner Delivery

Alerts in chat and
tasks in the CRM,
so each packet
lands where the
owner already

works.

Enrichment

Firmographic and
relationship data,
including who the
contacts are and

which have

changed roles.

Content Library

Onboarding,
adoption, and
business-review
content tagged by
lifecycle stage and

role.

Rules and Routing

Scoring, tiers,
priority, routing, and
response-window
enforcement, built
in the CRM
workflow engine or
an automation

platform.

Suppression and

Consent

One shared list of
contact rules and
consent status that
every channel
checks before it

sends.

Plan for ongoing costs

Running the pipeline costs more than the purchase of any template. The automation
platform, whether an n8n instance or a Zapier plan, is billed separately by its vendor and
scales with volume. Al model usage is billed by your provider, per run, and Zapier counts Al
steps as multiple tasks depending on the model tier. Estimate your monthly volume of

accounts and signals before you build, and verify current pricing on each vendor's page.

A 90-Day Roadmap

DAYS 1TO 30: CAPTURE AND DEFINE

« Pick five health signals and one expansion signal, and assign each a tier.
« Agree the closed-won, risk, and expansion packets with sales, support, and success.
* Set response windows and reason codes.

« Track the signals by hand in a sheet for the top accounts, and review them weekly.




DAYS 31TO 60: INTERPRET AND HAND OFF
o Add priority by risk, value, and time to renewal, and generate why-now statements.
« Build routing rules, escalation for untouched handoffs, and the conflict checks.

* Run Tier 1 and the expansion handoff only, and review rejections weekly.

DAYS 61 TO 90: ORCHESTRATE AND LEARN

» Give each high-value account one plan and one owner.
« Build the lifecycle play library and the suppression rules.
e Hold a monthly review that sends outcomes to product, marketing, sales, and support.

« Extend to Tier 2 once Tier 1 performs.

Start with the highest-value accounts and the next two quarters of renewals. A narrow
rollout with clean handoffs teaches more than a broad one with a noisy queue.

Conclusion: Treat Every Signal as Both Warning and

Opportunity

A customer base generates evidence every day. The teams that keep and grow it read that
evidence as one stream, explain each signal before they act, and give every account a

single coordinated plan.
Capture — Interpret — Hand Off —. Orchestrate — Learn

Each stage has an owner, an output, and a measure. Build them in order, start with a short

list of signals and firm handoffs, and the pipeline improves each time it runs.

Capture the signal. Explain it. Route it with context. Coordinate the response.

Teach the rest of the company what happened.



Where to Go From Here

The Intent to Outreach Playbook covers the pre-sale half of the pipeline, and the Signal
Exchange Playbook defines what should move between functions. Working builds are

available for churn detection, onboarding stalls, and satisfaction recovery.

Read the Intent to Outreach Playbook - [ Read the Signal Exchange Playbook - ]

[ Champion Departure > ] [ Onboarding Stalls > ] [ Finance Back Office » ]

[ Customer Support Playbook -
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