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The Scaled CS Framework

5 Things to Consider When Building a Scaled CS Motion scaot IR
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A scaled Customer Success motion isn't about deprioritising a certain group of customers, it's about
ensuring every customer reaches value, without assuming unlimited CSM headcount to get them
there. Think of these five pillars as a framework for how to think, not a checklist to complete. You
don't need every component perfectly in place before you start, pick the cohort where you can have
the most impact, get moving, and build out from there.

(1) Segmentation-First Design

Use segmentation to structure your scaled motion. Consider firmographics, lifecycle stage,
product usage, and health scores, not just ARR or CSM ownership. The key is identifying a
cohort with a clear problem you can solve, that matters to your business, and where you can
drive measurable impact within three to six months. The sharper your segmentation, the more
specific your action, and the faster you see results.

(2) Trigger-Based Interventions

Actions should fire based on signals, not schedules. A customer hasn't logged in for 14 days.
They've hit a usage milestone. Their health score dropped. They're approaching renewal. When
your motion is signal-driven, you reach customers at the exact moment it matters, making every
touchpoint more timely and effective.

(3) Digital-Led Engagement

Rather than relying on scheduled calls, engagement is delivered through email sequences, in-
app messaging, automated health score alerts, and self-serve resources like help centres and
webinars. A well-designed digital engagement layer can reach hundreds of customers
simultaneously while still feeling personalised and contextually relevant. This is where finding
the right tools is crucial, to ensure this approache doesn’t feel generic.

(») Proactive Human Coverage

Scaled CS does not mean no totally human-less CS. It means routing human intervention to the
moments where it creates the most value: escalations, critical renewals, expansion
opportunities. Your team's time is your scarcest resource, so design your scaled motion so that
humans only step in when it counts, not by default.

(5) Outcome-Based Program Design

Every scaled motion needs a north star. Define the one metric that your executive team will
rally around, and genuinely cares about, whether that's net revenue retention, time-to-value,
product adoption, or churn rate. Align your triggers, segments, and engagement flows to move
that metric, and measure relentlessly. This approach makes it much easier to bring in other
stakeholders and get the resources you need.
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