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If you downloaded this playbook guide, you likely fall into one of the 
following categories: 

You have no idea what Customer Success is and you want to 
learn more. 

You’re familiar with the concept of Customer Success and want 
to know how you can start building a playbook for your 
company. 

You have a Customer Success playbook, but you feel that 
something isn’t working. 

You have a Customer Success playbook that works well, but 
you’re curious to get someone else’s take on things. 

No matter which category you fall into, this guide is here to help.  

After reading this eBook, you will: 

• have a strong understanding of Customer Success (CS) basics 

• know how to begin building and managing your CS playbook 

• have proven strategies for reducing churn 

• have proven strategies for driving contract value 

• have proven strategies for optimizing customer experience 

• have effective methods for evaluating your CS team 

• be able to implement helpful changes immediately at your 
company 
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“Today’s B2B customers feel empowered. They demand a whole 
new level of customer focus, expecting companies to know them 
personally, recognize their challenges, and cater to their needs.” 

- Dana Niv, Oktopost



Customer Success 101 
What is Customer Success? 
What is the difference between CS and Sales? 
What technology is needed for CS? 
How do you evaluate CS? 
All about Net Promoter Score (NPS) 
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What is Customer Success all about? 

The technical definition of Customer Success (CS) says that it has 
three goals: 

to reduce or manage churn, 

to drive increased contract value for existing customers, and 

to improve the customer experience and customer satisfaction. 

    (adapted from Mehta, Steinman, Murphy, Customer Success, p.25) 

The need for Customer Success came out of the rise in software-as-
a-service (SaaS) companies. The field wasn’t necessary when there 
was one big sale between two parties and then each party went their 
separate ways. Now, in order to make sure that the subscription 
vendor gets value from the customer, CS personnel need to take 
over that customer relationship from the Sales team, as soon as they 
sign the contract, and ensure that they are not only continually 
satisfied, but that their needs are being surpassed on a regular basis. 
This will serve to reduce the risk of churn, drive increased contract 
value, and improve the customer experience for many years to 
come.  
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The Customer Success Industry  1

Totango is a leading Customer Success software, and the company 
has been surveying those in the CS industry internationally since 
2013. Their annual report contains valuable information for those 
new to the space, and the conclusion of their most recent report 
reads as follows: 

As we can see from the survey results, Customer Success is, well, a 
success. Customer Success teams are not only growing, they’re 
moving into large enterprises--and organizations of all types. As the 
profession expands, salaries remain high while compensation is 
increasingly tied to business outcomes. And things are only looking 
up. As more teams adopt purpose-built Customer Success Platforms, 
they increasingly have the data and automated processes at their 
fingertips that will better enable them to continue to drive their 
success—and that of their customers. 

 adapted from: https://www.totango.com/content/totango-customer-success-salary-1

and-state-of-the-profession-report-2018
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Here are some additional results from the Totango report that are 
helpful for those new to CS: 

• 64% of teams are comprised of more than five people 

• 50% of teams report to C-Suite 

• 79% of teams have ‘churn reduction’ as their top priority 

• The average CSM salary in 2018 was $78,000

https://www.totango.com/content/totango-customer-success-salary-and-state-of-the-profession-report-2018
https://www.totango.com/content/totango-customer-success-salary-and-state-of-the-profession-report-2018
https://www.totango.com/content/totango-customer-success-salary-and-state-of-the-profession-report-2018


Additionally, here are some key facts to be aware of that indicate 
how critical a function Customer Success is becoming: 

• The role of Customer Success Manager continues to be one of 
the hottest jobs, ranking #3 in LinkedIn’s most promising jobs 
in 2018.  2

• By the year 2020, customer experience will overtake price and 
product as the key differentiator.  3

• 86% of customers will pay more for a product or service if the 
receive a better customer experience.  4

• A bad customer service experience will have a reach twice as 
large as a good experience, and it will take 12 positive 
experiences to make up for a single bad one.   5

What is the difference between Customer 
Success and Sales? 

Customer Success and Sales are closely related in many ways, but 
there are key differences that must be understood in order to create 
efficient workflows and a seamless customer experience. Before 
diving further into what these workflows might look like, it is 
important first to have a clear understanding of the purpose and 
responsibilities associated with each role.  

 https://blog.linkedin.com/2018/january/11/linkedin-data-reveals-the-most-promising-2

jobs-and-in-demand-skills-2018

 https://www.walkerinfo.com/knowledge-center/featured-research-reports/3

customers2020-1

 http://www.oracle.com/us/products/applications/cust-exp-impact-report-4

epss-1560493.pdf

 https://www.helpscout.net/75-customer-service-facts-quotes-statistics/5
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The purpose of the Sales team is to conceptualize the vision. 
Sales is responsible for information gathering, presenting, 
negotiating, and ultimately closing new accounts. 

The purpose of Customer Success is to execute the vision. CS is 
responsible for ensuring that customers see the value that they are 
aspiring to achieve (and ideally, beyond), which ultimately leads to 
increased revenue, decreased churn, and a positive customer 
experience.    6

At a high level, the relationship between these two departments is 
quite simple: sales closes a new account, a “handoff” occurs, then 
CS becomes responsible for the account.  

It may seem straightforward, but here are just a few examples of 
common issues that come up between CS and Sales: 

1. Sales promises something to the customer that doesn’t exist yet, 
and CS now needs to try to retain the customer. 

2. CS doesn’t deliver on what Sales has promised, and the customer 
goes back to Sales to renege on the contract. 

3. CS knows it is responsible for facilitating upsells and renewals, 
but when it comes to creating (or updating) the necessary 
contracts and getting them signed, there is no clear ownership 
between CS and Sales, and things fall between the cracks. 

4. Customer timelines (or journey maps) are not shared between CS 
and Sales, which can lead to problems when it comes to referrals, 
testimonials, expansions, and more. 

 Special thanks to sales extraordinaire, Dan Wojtkiewicz6
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It is a critical step to map out what you want the customer 
experience (CX) to be, and then translate that back into an internal 
workflow with clearly defined ownership for each step.  

The example below demonstrates this concept specifically for the 
customer handoff at a B2B/Enterprise SaaS company. The same 
mapping would need to be done for every customer milestone to 
ensure continuity and a positive end-to-end experience.  
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Contract review with CS & Sales 
to ensure both are aligned on 

what is being included/promised 
to the customer

Internal handoff to review the 
customer’s background, business 

information, stakeholder list, 
motivation for buying, etc.

CSM reviews contract and 
expectations with customer (with 
Sales present), and outlines how 

they’ll achieve the customer goals 
in the long term, as well as what 

the immediate next steps are

Bonus: CSM sends a handwritten 
card and small gift 

Customer has confidence that 
they have the support they need 

to be successful

Customer meets 
CSM

Customer signs 
contract

Customer Handoff 
Experience



Creating effective flowcharts like the one above will solve problems 
one and two, found on page nine, but in order to address the other 
two issues, you must also understand how to define ownership and 
how to create a customer journey map. 

Ownership is quite simply another term for ultimate responsibility. 
At the end of the day, who owns the closing of contracts? Who owns 
the renewal of customers? Who owns creating and sending invoices 
to these customers? It is absolutely critical that everyone at your 
company understand who owns what. This can be decided as a 
team, or it can be decided by leadership, but it must be clearly 
established and documented for new hires. This is very important 
when scaling. When ownership is successfully established, important 
steps don’t get missed or fall through the cracks, and people can 
take responsibility for their work.  

Customer journey maps (a.k.a. success plans) are maps that indicate 
when a customer should hit certain key milestones, ultimately 
mapping out when the customer will see value and be ready to 
renew their contract. These maps can be very basic, showing simply 
the milestones that need to be attained and when in order for the 
customer to be successful and renew. This is very similar to a work-
back schedule. Alternately, these customer journey maps could be 
extremely detailed, including information about onsites, customer 
touchpoints, key people to involve, when to involve them, when the 
first referrals could be requested, when the first case study could be 
produced, etc. It is up to you to determine what level of detail is 
needed for your team, but it is critical that Sales, CS, Finance, and 
Marketing all have access to these maps, as they are used for 
projecting revenue, evaluating leads, deciding on which conferences 
to attend, when to send press releases, and for many other purposes 
relevant to the whole team. 
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- The 7 Habits of Highly Successful People



What technology is needed for Customer 
Success? 

There are many different Customer Success software applications on 
the market, and while they may vary in design and depth, they all do 
basically the same things. The functionalities you would find across 
the board are:  

API integration: This means that the program is able to pull specific 
data points from your application (i.e. clicks, logins, or any other user 
actions that you program in). 

Pipeline management: This refers to tracking which stage each 
customer is at, identifying holdups, and moving customers forward 
efficiently.  

Information storage: Within these programs, each of your accounts 
has a profile which contains information about recent touchpoints, 
key stakeholders, budgets, new developments, and more.  

Health scoring: This is the process by which you determine the 
“health” of a given customer (or group of customers) for the purpose 
of churn reduction and identifying top performers. Most programs 
allow you to create your own weighted scoring system that could be 
based on anything your API is pulling in. You can then do things like 
rank your customers or get a notification when one drops below a 
certain health threshold.  

Segmentation: Sometimes done through a tagging system, this can 
also be done by deal size, account executive, length of contract, or 
based on any number of criteria. Generally segmentation is done in 
order to analyze specific groups of customers. 
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While these are all very helpful tools, they are not critical to the 
success of a Customer Success team at an early-stage startup. Most, 
if not all of these functions can be performed using Google Sheets or 
Excel. Problems only arise once a company begins to scale, as the 
data sets become too difficult to manage manually.  

Most companies choose to purchase CS software shortly before they 
begin to scale, so that they can set up their system and processes in 
advance of their growth and provide an uninterrupted experience for 
their customers and new staff.  

How do you evaluate Customer Success? 

As stated on page six, CS has three primary functions: to reduce or 
manage churn, to drive increased contract value for existing 
customers, and to improve the customer experience and overall 
customer satisfaction. Setting quantitative targets for each of these 
goals can be an effective way to evaluate CS, as well as individual 
performance and variable compensation. 

Churn management can be evaluated simply by calculating what is 
referred to as “churn rate.” Find how to calculate churn rate on page 
23. 

Increased contract value can be evaluated by summing up any 
upsells or contracts renewed at a higher value. 

Customer experience and customer satisfaction can be measured 
by calculating what is called “NPS” or Net Promoter Score.  
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All About Net Promoter Score (NPS) 

What is it? 

NPS has been acknowledged as the leading survey methodology for 
determining customer satisfaction for SaaS companies.  

The most common mistake people make when building their own 
customer satisfaction surveys is asking way too many questions 
(anything more than two). Of course you would like to send out 40 
pages of detailed questionnaires and have people tell you what your 
product should do, everybody is busy and not even your supporters 
have the time to fill out long surveys. 

You need to make your survey as disarming as possible by asking 
JUST ONE KEY QUESTION: How likely is it that you would 
recommend my brand/product/service to a friend or colleague? 
(Answers are based on a 0-10 scale) 

Responding to this question takes just a moment of people’s time 
and is no burden at all. That’s why NPS has a reputation of being one 
of the highest converting survey formats. It’s so quick and easy to 
respond to that it gives you the best chance of getting the most 
responses back.  

The second question you ask customers is: What’s the most 
important reason for giving us that score? (in a free form text box) 

The caveat though, is that you do not ask that question upfront. 
When sending NPS surveys, you need to make it look like you are 
asking only one question—the “likelihood to recommend” question. 
Only those who answer the first question, providing their 0-10 
scores, should see the second question. 
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This way—even if your recipients do not answer your second, free-
form, question—you still capture their scores and have the ability to 
follow up with them. 

How does it work? 

To calculate your NPS, you calculate the percentage of people who 
gave you a 9 or a 10 (your loyal enthusiasts) and subtract from it the 
percentage of people who gave you a 0 to 6 (your detractors). If 
you’re wondering about a score of 7 or 8, neither counts for or 
against you because they are too tepid. 

For example, let’s say you received the following scores as 
responses: 10, 9, 8, 7, 6, 5, 4, 3, 2, 1. Only two out of 10 were 
enthusiasts (20%), and six out of 10 were detractors (60%). That 
makes your NPS -40%. 

What do you do with the score/responses? 

Although interesting, your NPS itself isn’t all that critical. You should 
keep track of it and make sure it keeps getting better over time, but 
the most important part of the process is responding strategically to 
the responses you do receive. Read through every response and 
create trends from the responses for analysis.  

Respond to negative user feedback, thanking people for their 
honesty, and see if you can engage with them in a conversation 
about how to improve the product. By doing this, not only are you 
engaging with this unhappy customer in a positive and 
complimentary way, but you are also gathering valuable intelligence 
that they might never have shared with you had you asked them 
about it up front. 

This is how customer loyalty is created—one relationship at a time, 
with care and thought. 
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The real magic of NPS happens when someone responds as a 
promoter (with a score of 9-10). If they are telling you that they are 
extremely likely to promote your product or service, they have 
willingly opened the door. 

Respond to these users by thanking them for their great feedback, 
and ask if they would review your product/service, or provide a 
referral. A lot of people may happy to do this, but they either forget 
to, or are simply never asked. They just need that extra reminder. 

Another great outcome of sending a personalized email response 
after someone takes your survey, is that it lets them know that their 
response was read and was important. This will reinforce their loyalty 
and keep them active and engaged for other emails or surveys you 
might send them. 

How often do you send NPS surveys? 

Net Promoter Scores are most useful when tracked over time. By 
using NPS software, you can automatically send surveys on a 
consistent schedule based on when each customer first began using 
your software, so that your entire customer base isn’t emailed at the 
same time. It is best not to send an NPS survey more than four times 
a year to the same person. 

Once people respond, make sure you keep track of your interactions 
with them during the follow-up period. You don’t want to continually 
ask the same people for referrals/reviews, so keep detailed logs if 
you plan on surveying quarterly.  7

 Adapted from: https://help.promoter.io/docs/basics-of-nps-before-sending-surveys7
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The CS Playbook 
What is a CS playbook? 
Why is a CS playbook important? 
What should be included in a CS playbook? 
The benefits of having a CS playbook 
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What is a CS playbook? 

A CS playbook is a guide to how customer success is done at your 
company, including: protocols, processes, templates, strategies, and 
more. Having a strong CS playbook allows you to train new hires very 
quickly, standardize your protocols, and ensure that all clients receive 
the same level of service. A CS playbook is not a manual that tells 
you exactly what to say and do; rather, it is a guide that will provide 
structure and consistency for your team. 

Developing a CS playbook will help you accomplish many of your 
customer-related goals. Starting with just a basic version is fine; you 
can add ideas and flesh out the details as you go.  

In fact,  a CS playbook is never “done”. With each new customer, 
each new hire on your end, each change in your product, and 
change in your industry, there will be necessary CS playbook 
changes as well. You must always ensure that you are adapting and 
improving your processes so they continue to meet the needs of 
your customers in an ever-changing market. Your playbook should 
always reflect these changes. 

�18

Add to/
update CS 
Playbook

Come up with 
potential solutions/

improvements

Implement, test, 
and validate 

Determine what’s 
working and 

what isn’t



Why is a CS playbook important? 

Some of the biggest problem areas faced by SaaS companies include: 

Customer satisfaction: 
• customers are dissatisfied post-launch 
• customers have inconsistent experiences with the product or 

company 
• customers feel their needs could be met better elsewhere 

Sales/Marketing: 
• referrals and testimonials are difficult to obtain 
• renewing contracts/increasing contract value is unreliable 
• no consistent temperature-check of customer base 
• company image in the market is difficult to ascertain 

Finance: 
• reliable projections for ARR growth from an existing customer base 

are difficult to generate 
  
Product development: 
• because development is often done without input from customers, it 

is difficult to identify: 
• which features are most valuable to customers 
• which builds or fixes to prioritize 
• where perceived areas of improvement lie 

  
Operations: 
• processes in place are not scalable 
• onboarding of new employees can be inefficient and time-

consuming 
• insufficient data to indicate where resources would be most 

effectively allocated 
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What should be included in a CS playbook? 

A CS Playbook is not a step-by-step, word-for-word guide to doing a 
job. If it reads too much like a manual, people will disengage. Workers 
need to do things in their own way, which allows them to feel that their 
work is coming from them and not from a manual that could be 
followed by any trained monkey. 

A CS playbook is a framework that allows people to own their own 
roles within the context of company policy, strategy, etc. 

When creating your CS playbook, it is important to ensure that it aligns 
with the overall goals of Customer Success, whatever that means at 
your company.  

If you are using the standard definition as described on page six, then 
your Customer Success playbook should be divided into three sections: 
Churn Management, Driving Contract Value, and Customer 
Experience Optimization. 

*It is critical that you define what your core CS goals are, so that every 
instruction, procedure, and strategy can be linked back to these goals. 
If they are not connected to your goals, your collective efforts will be 
fractured, misguided, and ineffective. 

�20

Customer Experience Optimization

Churn Management

Contract Value Maximization



The Benefits of Having a CS Playbook 

With a strong playbook in hand, you can achieve vast improvements in 
your company’s performance in the following critical areas: 

Customer satisfaction: 
✓ greater customer satisfaction post-launch 
✓ customers will have consistent experiences with your product/

company 
✓ customers will feel their needs are being met—and if not, you’ll 

know this early enough that you may be able to save the account 

Sales/Marketing: 
✓ referrals and testimonials will be easy to obtain 
✓ renewing contracts or increasing contract value is more likely 
✓ you’ll understand how your company is viewed in the market 

Finance: 
✓ ARR growth from your existing customer base will be predictable 

and accurate 

Product development: 
✓ product builds will be validated by customers 
✓ you’ll know where or how customers are deriving the most value 

from your product/service 
✓ you’ll get regular feedback about your product and company 
✓ you’ll know which new features and fixes are most important to your 

customers 

Operations: 
✓ scalable processes will be in place 
✓ onboarding of new employees will be done with greater efficiency 
✓ customer data gathered will help to guide your resource allocation 
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Playbook Mechanics 
Churn management 
Contract value maximization 
Customer experience optimization 
The Magic of Relationship-building 
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Churn management 

Net revenue churn is the percentage of revenue lost from existing 
customers in a given period. To calculate net revenue churn, divide 
the net revenue lost from existing customers in a defined period of 
time by the total revenue at the beginning of the same time period. 
Net revenue lost is the difference of revenue lost from churn minus 
new revenue from existing customers (i.e. upsells). 

Note: Churn rate is always a percentage 

For example: 

Company A starts off the year with $100,000 in annual recurring 
revenue (ARR). 

Over the course of the year, they lose five, $5,000/year contracts, 
and they gain five new $10,000/year contracts. 

Net Revenue Churn = (25,000 - 50,000)/100,000 = - 0.25 

This means they lost 25% of their ARR, but gained 50%, giving them 
a net churn rate of -25%, which is very good (depending on the 
given time frame). 

If however, the company had lost the five, $5,000/year contracts and 
gained only two, $2,500 contracts, they would have a net churn rate 
of 20%, which is bad, because at that rate, they would have no ARR 
within five years. 

It is vital that CS understand what churn rate they are expected to 
maintain. Especially if their churn rate will affect their compensation 
in any way. 
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Strategies for reducing churn 

*The following are some examples of strategies that have proven to 
be effective in many industries. You may try them out in your own 
situation, however, it is important that the strategies you settle on are 
tailored to your specific industry, product or service, and customers.  

Relationship Building 

Strong customer relationships are essential for reducing churn. If 
your customer is unhappy but your relationship with them is strong, 
they’ll be honest and direct with you, and you’ll have a chance to 
address the issues and hopefully save the account. If your 
relationship with the customer is weak, they may not give you any 
opportunity to remedy the situation. 

Frequent Touchpoints 

If you have regular scheduled calls with your customer (weekly, bi-
weekly, monthly, etc.), you will be able to glean a consistent and 
accurate understanding of how that customer is feeling. If there is 
any potential for churn, these touchpoints will allow you to find out 
right away—and have time to intervene.  

Stakeholder Engagement 

A common mistake is believing that you’re talking to the right 
person, and then finding out there’s another key decision-maker with 
whom you have never engaged. It’s always important to understand 
who all the stakeholders and decision-makers are, bring them into 
the conversation, and keep them updated. 
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Contract Value Maximization 

If a customer’s contract value is not being maximized, this, quite 
simply, is lost revenue. The maximum value may be a moving target, 
however it is the responsibility of CS to drive the value as high as 
possible.  

Please note that in this case, “value” does not equate specifically to 
“dollars,” nor does “drive the value,” necessarily imply “upsell.”  

Upselling is a byproduct of good work. 

This is one instance where CS and Sales differ. Sales is able to sell 
customers by demonstrating potential ROI, potential value, and by 
conceptualizing the vision for the prospective customer.  

CS on the other hand, needs to sell based on real value, not 
potential value. It is up to CS to execute on the vision that Sales 
conceptualized, prove the ROI for the customer, and provide thought 
leadership to the client as to how they can use the product in newer 
or more innovative ways to garner even more value.  

When the customer sees real results, and a path to even better 
results is laid out clearly for them, they will not hesitate to renew and 
potentially agree to a higher-value contract when the time comes.   

It is also important to remember that a higher contract value does 
not always mean exclusively dollar value. Depending on your 
industry and product or service, customers may not always be able 
to pay more, or at least as much more as you would like. For this 
reason, it’s important to know the non-monetary contributions your 
customers can make.  
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Some popular choices include: 

• referrals/testimonials 
• social media posts (i.e. X number of tweets per month) 
• product testing and validation (beta users) 
• case studies and presentations (as specified by your company)  

Strategies for maximizing contract value 

The following are some examples of strategies that have proven to 
be effective in many industries. You may try them out in your own 
situation, however, it is important that the strategies you settle on are 
tailored to your specific industry, product or service, and customers. 

Goal-Setting 

You cannot set your customer’s goals—only they can tell you what 
they want to achieve. However, it is critical that you help to guide 
them so that the goals they set are achievable—and maybe even 
surpassable.  

You can do this by saying things like “comparable customers have 
seen results like X and Y,” or, “If you hope to achieve X or Y, here is 
what you need to do.” 

Workback Schedule Creation 

Once the customer’s goals are clearly established, you need to 
create a workback schedule to ensure that the goals are achieved 
with enough time left in the customer’s contract to highlight their 
results, and secure the renewal or expansion without interruption.  
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Data, Data, and More Data! 

You cannot leave a customer to determine their own ROI. As early as 
possible, let them know what data you will need from them in order 
to provide advanced value reporting. The most important data you 
can get is baseline data. If your product is a sales tool, for example, 
you should know what the customer’s sales were before 
implementing your solution. Their lead velocity? Conversion rate? 
Data is power! Get as much of it as you can, and you’ll be able to 
prove an irrefutable ROI for your customer when the time comes.  

Customer Experience Optimization 

The customer experience is critical for driving upsells, expansions, 
renewals, referrals, and brand growth. Customers need to have a 
positive experience—not only with your product, but with everyone 
they interact with at your company as well. An amazing customer 
experience can be the difference between a churn and a renewal. 
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Human interaction 
How does the customer feel when interacting with 
people at your company?

Product interaction 
How does the customer feel when using your 
product?

Customer experience is comprised of two pillars:



Human interaction may be measured by: 

• sending brief surveys (NPS or otherwise) after specific interactions 
• asking for candid feedback in a confidential setting: as an example, 
a manager or executive could have an “off-the-books” chat with the 
customer to get honest feedback about their CSM 
• looking at engagement rates to see if customers show up to calls, 
respond quickly to emails, seem pleased with their interactions with 
you 

Product interaction may be measured by: 

• sending brief surveys (NPS or otherwise) on a regular cadence 
• asking for candid feedback on phone calls and check-ins—for 
example, the CSM could ask how the customer’s experience with the 
product is going 
• user analytics: these can tell you how the customer is using the 
system, whether they are reporting bugs (and how often), and how 
long it takes them to perform any given action on your system 

The Magic of Relationship-Building  

There are two critical components to customer retention and growth: 
quality of relationship (between you and your customers), and value 
derived (from your product or service).  

It doesn’t matter how efficient, organized, or experienced you are—if 
you don’t have strong relationships with your customers, you are 
putting your business at risk. 

The flow chart below indicates why strong relationships are so crucial 
to growing your business, and the potential outcomes of poor 
relationships when combined with a lack of derived value: 
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Is the customer getting a lot of 
value out of the product?

Yes No

Do you have a 
strong relationship 
with the customer

Yes No

Customer 
will go to 

competitor

Customer 
will renew 
and can be 

upsold

Customer will 
give you a 

chance to fix 
whatever is 

wrong

Do you have a 
strong relationship 
with the customer

Yes No

Customer will 
churn without  

any warning or 
communication



Playbook Management 
How is a CS playbook developed and managed? 
How do you effectively implement a CS playbook? 
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How is a CS playbook developed and 
managed? 

Consistent management of your CS playbook is critical for the 
growth, development and ongoing success of your customer success 
team and strategy. 

In order to keep your playbook relevant, it is important to have a 
team that meets on a regular cadence to make any necessary 
updates and changes. 

This team should be made up of VPs or Leads from: 

• Sales 

• Customer Success 

• Product 

• Support 

• Operations 

It is also critical that there be an executive sponsor from C-Suite 
present to be the final decision maker and ensure any new or 
different strategies are in line with the larger company direction. 

This group should meet quarterly or after any major company 
changes in structure, product, or direction. 

While this group is ultimately responsible for what goes into or gets 
removed from the playbook, it is important that each of these team 
leads meet with their own teams prior to the larger group meeting 
so that everyone can provide their feedback and see it reflected in 
the playbook.  
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A schedule and framework should be planned and distributed so 
that employees know exactly how and when to provide this feedback 
to ensure that the whole process is as effective as possible.  

How do you effectively implement a CS 
playbook? 

The key to successful adoption of your CS playbook by your existing 
employees, or by brand new ones is developing a training program 
that accompanies its implementation. 

Unfortunately, you can’t just release something and expect everyone 
to suddenly change what they’ve been doing and how they do it in 
order to conform to the new document.  

A great CS playbook training program should include: 

• initiating a team meeting for anyone who will be affected by the 
playbook 

• providing a hard copy of the playbook to each employee who will 
be expected to use it 

• assigning reading from the playbook, with the understanding that 
there will be discussions happening about the content in the coming 
days 

• leading by example: team leads must show how to put all new or 
changed strategies in the playbook into practice.  
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• supporting the implementation of new protocols: all team leads 
must make sure that everyone on their teams fully understands what 
is expected of them. 

Note: If employees strongly disagree with anything in a playbook, 
they won’t follow it—they’ll continue to do things the way they think 
is best. 

In order to give this all-important document a place of prominence in 
your company, make sure to refer to the playbook whenever 
possible. It should be acknowledged as the critical document that it 
is, and should not just be yet another doc that goes unseen on the 
Google Drive. 

In order to optimize the relevance of your playbook, be sure to 
encourage constant critical thought among your employees. If 
someone thinks that there is a way to improve the methods outlined 
in the playbook, they should feel confident and comfortable about 
voicing their opinions (at the right time and in the right format, of 
course). This feedback should then be set aside for the next quarterly 
review. 
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Conclusion 
Next Steps 
Contact Information 
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Next Steps 

Hopefully this guide has given you some idea of what a Customer 
Success playbook is and why it’s critical to your success as a SaaS 
company. But where do you go from here? Here are the next five 
steps you can take to get the ball rolling. 

1. Decide on your CS playbook team 

• Who will be on it? 
• When and where will you meet? 
• What are your agenda items? 

2. Set your long-term CS goals 

• What is your CS team responsible for? Churn? Customer 
Experience? Contract value? 

3. Establish your baseline data using your long-term goals as a 
framework 

• Churn: 
• What is your current churn rate? 
• What is the standard for your industry? 

• Customer Experience: 
• How happy are your customers? 
• What is their usage of your product or service like? 
• How many testimonials and referrals are you currently 

getting? 
• Contract value: 

• How much of your current ARR came from renewals or 
upsells? 

• What is the lifetime value of each of your customers? 
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4. Set your short-term CS goals: 

• Using your baseline, determine what the highest priorities are. 
• Set your goals correspondingly (e.g.: bring churn rate from 8% 

to below 2%) 

5. Build your customer journey map 

• To know where to begin, you must thoroughly understand the 
customer journey so that you can determine where and how to 
intervene for maximum effect. 

Once you have your team, data, and goals in place, you will have the 
foundation you need to effectively begin this process. 

Good luck on your journey into the world of Customer Success! 
 

�36



Contact Information 

Please send all questions, comments, and requests for 
additional information to: 
 

ben@playtowinn.com 

https://www.linkedin.com/in/benwinn/ 

https://twitter.com/mrbenwinn 
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Appendix 
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API integration - an Application Program Interface integration 

allows a program to pull  in specific data points from another 

program (i.e. when you search for hotels on Expedia, they are pulling 

in availability and pricing data from a source website.) 

ARR - Annual Recurring Revenue 

B2B - Business to Business 

B2C - Business to Consumer 

Churn - The loss of a subscription customer (terminated contract) 
Conversion Rate - The percentage of leads that turn into actual 

customers 

CCO - Chief Customer Officer 

CS - Customer Success 
CSM - Customer Success Manager 

CSR - Customer Success Representative 

Customer Journey Map - A map that shows how and when 

customers will achieve “success” along with the smaller milestones 

along the way 

Engagement - Engagement is a broad term referring to the level of 

active interest customers are taking in your product/service. 

Engagement indicators can range from ‘minutes spent on system' to 

‘meeting attendance’. 

Lead Velocity - The rate at which leads (potential customers) are 

generated 

NPS - Net Promoter Score is the leading evaluation tool for customer 

satisfaction 

Ownership - Ultimate responsibility 
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Playbook - A guide that contains repeatable, validated processes to 

succeed in a given role 

Renewal - The renewing of a contract that is about the expire 

SaaS - Software as a service (subscription model) 

Scale - The ‘high-growth’ stage of a startup 
Touchpoint - An interaction between you and the customer (could 

be planned or unplanned)  

Time-To-Value - The amount of time it takes for a customer to begin 

deriving value out of your product/service 

Upsell - A sale that adds onto an existing contract (can be a one-

time sale or an increase in ARR) 

Workback Schedule - A project management tool that involves 

beginning with the end goal (i.e. contract renewal in 1 year), and 

then working backwards to map out which milestones need to be 

achieved and by when in order to hit that end goal.
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