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1mpact operators.

Make every touchpoint smart, timely, and
scalable.
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Introduction

This guide is designed to help Customer Success teams
build and scale a digital-first, automated engagement model
without losing the relevance or personal touch that drives
retention, expansion, and revenue growth.

Whether you’re starting from scratch or improving an
existing stratequ, it walks through key foundations:
principles, segmentation, journey design, and how to
measure and iterate on your approach.

We recommend starting with a strong foundation, testing on
small segments, and scaling based on real feedback and
performance.

Importantly, this quide applies to all customer tiers, not just
your scaled or digital segments. It includes how to
thoughtfully automate even high-touch or high-ARR
accounts without losing impact.



Scale with Purpose: The

Future of Customer Success

Customer Success isn’t just about relationships; it’s about reach, relevance, and results.
Whether your team manages a long tail of 100+ accounts or a small portfolio of strategic logos,
scaling your efforts with automation is no longer optional, it's essential.

Today’s customers expect immediate value and personalized guidance, regardless of ARR or
touch model. The difference now is how we meet that expectation with smarter, faster, more
targeted support.

This is where Al and machine learning come in. Al models analyze customer behavior, forecast
risk, and surface next-best actions, at a speed and scale no team could manage manually.
Whether it’s auto-prioritizing accounts based on health signals, or personalizing outreach using
engagement patterns. Al makes scalable CS smarter, faster, and more human.

Scaling isn’t about replacing humans, it's about amplifying them. Let your CSMs focus on
strategic work, while automation handles repeatable tasks and nudges customers toward value
at just the right time.

Don’t shy away from Al in your Day-to-Day

Al should be seen as your new teammate. Incorporating Al/ML model into your team’s workflow
helps you:

e Spot risk and opportunity faster than any dashboard alone

e Prioritize outreach based on behaviors, not guesswork

o Tailor messaging based on what will actually move the needle
e Save hours with smart content and journey automation

e Scale insights, not just tasks

Whether you manage five accounts or 500, Al lets you spend less time reacting and more time

driving impact. The teams who operationalize it now will set the standard for what CS looks like
next.
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TLDR: Key takeaways for using

Automation to drive results

Define a Customer-Centric North Star
"Deliver value at the right time."

Establish a guiding principle that anchors all automation and scale efforts. This
should reflect delivering value from the customer's perspective not just internal
efficiency. This helps keep your automated experiences feel personalized and
intentional.

Design Scaled Journeys Thoughtfully

“Build journeys that make sense from the customer’s view.”

Map automated touchpoints to key milestones or challenges. Collaborate cross-
functionally and maintain a consistent, human tone throughout.

Use Data to Prioritize and Personalize
"Spot the struggle, send the solution.”

Use product, and engagement level data to identify friction. Trigger targeted,
behavior-based messages. No generic blasts, only timely, relevant outreach. Target
segments based on where they are and what they need.

Measure and Iterate Ruthlessly
“Lagging metrics don’t show the full picture.”

Success in scaled CS requires regular iteration. Combine lagging metrics like

retention with leading indicators (e.g. engagement with content, conversion on
calls to action) to assess what’s working. Test, learn, and refine continuously.
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1. Defining your CS Principles

Before you start scaling your outreach, you need to determine what great looks like for your
customers. Not your KPIs, not team activities, and not more QBRs, focus on what key experiences
your customer needs in order to see value, achieve outcomes, and renew.

Review your healthiest customers, those who recently renewed, or the approach of your top-
performing reps. What happened in the last 12 months for them to renew or upsell?

o What was different?
+ Which touch-points made the biggest impact?
e When did the customer first realise value?

Aim to replicate these insights across every engagement. Value should be clearly delivered six
months before renewal - you don’t want to be saving accounts in the final stretch; you want to be
fine-tuning and maximising.

Once you outline what good looks like, begin defining the pillars your team should adopt across
customer lifecycles.

Why It Matters

Clear pillars is the foundation of any successful scaled CS initiative. It ensures all automated
interactions are designed with the customer in mind, not just internal efficiency. Your pillars will
shape the tone, timing, and format of every message and experience.

Key Questions to Align On
» What should a customer feel during a scaled interaction?
» Should the experience mirror high-touch approach, or feel distinct?
« What are is company’s guiding principles or "North Star"?
e How do we personalize at scale?

Example Pillars:
e "Every touchpoint adds value."
e "Human tone, scalable execution."”
e "Automated doesn’t mean impersonal.”

Pro Tip: Share your pillars for success in onboarding decks, team meetings, and journey briefs to
ensure consistency across CS, Marketing, and Product.

Action: Document your team’s CS principles. Use them to vet every campaign, journey, and piece of
content.
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2. Segment Customers into Meaningful
Cohorts

Why It Matters

Segmentation is how you turn strategy into action. Without it, even the best content and
automation can fall flat, delivering irrelevant or poorly timed messages that miss the mark.
Thoughtful segmentation allows you to deliver the right message, to the right person, at the right
time, based on real behaviors, and data.

What we mean is this: break your book of business into cohorts of customers who share similar
characteristics, whether it's industry, lifecycle stage, or usage patterns. They might go through
the same journey, receive the same messaging, and hit the same milestones, but it still feels
personalized, because it’s built around what they need.

When you segment intelligently, you're not just organizing accounts, you're laying the foundation
for scalable personalization. It's how you turn a one-size-fits-all motion into a tailored customer
experience. Whether you're supporting hundreds of accounts or just a few strategic ones,
segmentation empowers your team to prioritize, customize, and deliver with clarity.

A few Segmentation Methods to consider:

« By lifecycle stage: Onboarding, adoption, renewal, expansion

e By health score: Proactive vs. at-risk outreach

» By usage behavior: Feature engagement, time to value

e By customer type: Industry, team size, use case

e By overlay: Combine segments for advanced targeting (e.g., new + low usage + enterprise)




Nuance on Health-Based Segmentation

Avoid sending the same message to every "red" customer.

Instead:
o Understand why the account is red
« |dentify what would make them green
» Build automation that nudges them toward that outcome

This approach ensures your outreach is prescriptive and actionable, delivering suggested
actions based on data, and real-time behavior. This is where strong technology can differentiate
most: mapping the reason for health decline to an outcome-driving intervention.

Key Takeaway: Segmentation does not need to be
perfect or complex to be effective

Start with what matters most to your team right now. Is it a lifecycle stage? Health
score? Engagement level? Product usage? Choose one lens that aligns to your
current goals and build from there.

Once you've validated early patterns, layer on complexity. Combine traits like
“new + low usage” or “enterprise + at risk” to unlock more relevant and
personalized engagement strategies.

Finally, don't do it alone. Partner with RevOps or Data teams to pressure-test your
segments against performance data. The best segmentation is always grounded
in real data not assumptions.

Action: Create a simple visual segmentation map or spreadsheet. Start with 3-5 key segments
and define each by:

o Customer attributes or engagement level
» Key goals or challenges

e Recommended channel and content strategy

Keep it fluid, segmentation should evolve with your business.
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3. Design your Strategy: Channels, Content &
Cadence

Why It Matters

Once you know who your customer is and what they need, the next step is deciding how and
when to show up for them. Your choice of channels, the quality of your content, and the rhythm of
your communication directly shape how customers perceive your value. Done well, this part of
your strategy turns automation into advocacy; delivering timely, relevant, and actionable guidance
that feels thoughtful, not templated.

Clear channel strategies and consistent content ensure that every message, whether automated
or manual, moves the customer closer to their goal. Without this clarity, you risk over-
communicating, missing key moments, or sending irrelevant content that erodes trust. Great CS at
scale is about making each interaction feel intentional, even if it's one of thousands.

Cadence Planning: To get this right, you'll first need to understand how many touch-points are
required for each cohort before deciding which channels to use.

Consider:
« Number of touch-points per journey (e.g., 5-16 steps over X amount of time)
» Spacing between messages (daily, weekly, milestone-based)
« Entry and exit criteria (what triggers it, what ends it)

This structure ensures your engagement is purposeful.




So how do you create a multi-channel approach?

When designing your engagement strategy, it's important to use the right mix of channels, balancing
automation with human connection to meet customers where they are:

o Automated Email: Ideal for deeper updates, summaries, and curated content. Use it to reinforce
key milestones or share insights between in person or virtual meetings.

» Webinars: Live or on-demand, webinars are great for scalable education and thought leadership.
Share relevant sessions based on each customer’s goals or product usage.

o Calls & Meetings: Don’t underestimate the power of a well-timed phone call or meeting.
Sometimes the best way to unblock an issue or deepen trust is simply picking up the phone.
Strategic human moments still matter, and are crucial to a long standing partnership.

o Automated Support Channels: Include these in your email footers, onboarding flows, and
success plans so customers always know where to go for quick, self-serve help:

o In-app messages: Contextual nudges and reminders directly in your product.

o Help center prompts: Proactively surface the right resources at the right time.

o Chatbots or Al assistants: Offer always-on guidance for common questions or product
navigation.

Pro tip: Encourage your CS team to add links to key automated resources in every email signature. It
shows customers you've got their back even between meetings.




How do you then build your content?

Define the goal of each journey (e.g., complete onboarding, adopt a feature).
Use a human, CSM-style tone in every message.

Pro tip: Form a “tiger team” of your strongest CSMs to help craft messaging. This ensures that even
at scale, communications feel personal, empathetic, and tailored to how a customer is engaging with
your platform.

When writing emails, follow the 20 /70 /10 rule:

e 20% Personalised: Reference something specific—like a recent conversation, a LinkedIn post, or
a product milestone unique to that customer.

e 70% Reusable: Focus on repeatable content that addresses the customer’s likely pain points or
stage in the journey.

* 10% CTA: Include a clear next step. This doesn’t have to be a meeting, it could be a product task
or action the customer should take before your next touchpoint.

» Keep content short, actionable, and easy to consume. A/B test subject lines, CTAs, and formats.

Example Sequence (Health Score Campaign):
Here is a simple yet effective format:
Email 1: What are we asking the customer to do and why does it matter?

Email 2: Here’s how another customer did it successfully.
Email 3: Tips and steps on how to do it effectively.

Since these journeys run at scale, it's essential to always include links to on-
demand resources (e.g., help center, product tours, recordings).
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Automating Across High-Touch Accounts
Automation isn’t just for low-touch or long-tail customers. Examples of smart automation in
high-touch include:

» Nudging power users for case study participation or referrals

» Triggering check-in messages for inactive users or when usage dips

o Automatically surfacing relevant features after onboarding

* Recapping renewal value mid-contract based on engagement

These touches enhance the CSM's efforts and scale personalization without replacing the
human connection. Instead, it elevates the CSM and turns them into a strategic advisor
providing key insights for the customer to not only see the value of your product, but how
necessary it is to have a CSM working with them to see value.

Action: Select one customer segment. Draft a 3-touch journey over 2-3 weeks. Pilot with a
small sample. Measure results and iterate.

Lastly, consider investing in technology/tooling that scales
with you

The right tools don’t just make Customer Success easier, they make it smarter, faster, and
more impactful. When chosen thoughtfully, software extends your team’s capabilities,
automates repetitive workflows, and gives you deeper insight into customer behavior and how
to action it. It allows you to scale personalized experiences across your entire book of
business, without burning out your team.

As you evaluate your tech stack, look for tools that enable you to:

» Use machine learning to predict risk and drive prescriptive next steps

« Surface actionable data through behavior analytics and health signals

« Communicate where your customers are: in app, over email, or on demand
« Orchestrate timely, contextual journeys across segments

» Integrate seamlessly with your CRM and existing CS workflows




4. Define and Track Success Metrics

Why It Matters

Metrics should empower, not intimidate. Data reveals what's working, where to focus, and how
to improve, driving better decisions and more predictable outcomes.

Think of measurement as your CS compass: it validates instincts, sharpens strategy, and keeps
teams aligned. When tied to customer outcomes, not just activity, it creates a feedback loop that
makes your scaled approach smarter over time.

What Metrics to consider

Measuring the impact of your scaled CS strategy isn’t just about proving ROI, it's about learning
what's working, where to improve, and how to drive better outcomes over time. This is why you
should track leading and lagging indicators. This allows you to create a balanced view of
customer health, engagement, and business impact.

But what do leading and lagging indicators mean?
» Leading indicators help you spot trends early. They signal how customers are interacting
with your journeys and where you may need to intervene.
» Lagging indicators confirm whether those interactions led to long-term outcomes like

renewal, expansion, or satisfaction.

Together, these metrics help you connect day-to-day customer engagement with long-term
revenue and retention goals.
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Example of Leading Indicators:
Use them to assess what's resonating and where to adjust.

« Email open and click rates: A basic but essential signal of whether your content is reaching and
engaging customers. Low engagement could mean your messaging needs to be more relevant or better
timed.

» Webinar registration and attendance: Measures interest and intent. Attendance also reflects whether
your education efforts align with actual customer needs.

» Product activation and adoption: Indicates whether customers are taking key actions in your product
especially important in onboarding and early value phases.

« Journey completion rate: Shows how far customers are progressing through your scaled programs (e.g.,
onboarding journeys or lifecycle campaigns).

« User engagement in in-app messages: Highlights if contextual nudges are being seen and acted on
critical for driving adoption without relying on email alone.

Example of Lagging Indicators:

These are your bottom-line metrics. They validate whether your scaled efforts actually influenced business
outcomes.

e Gross Revenue Retention (GRR): Measures how much revenue you retained from existing customers,
excluding expansion. A core signal of retention health.

* Net Revenue Retention (NRR): Includes upsells, cross-sells and churn, reflecting overall customer
growth and the true impact of your CS efforts.

o Expansion or upsell revenue: Tracks whether customers are increasing their investment, typically a sign
they're seeing value.

o Customer Satisfaction (CSAT) or NPS: Captures how customers feel about your product and
experience. Useful for spotting early signals of churn risk or advocacy.

e Support volume or resolution time: Helps assess how smooth the customer experience is. Spikes may
indicate friction points or product gaps.

» Health score/Engagement Level: are your customers moving up in health, staying stagnate or decrease
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Creating a Measurement Plan

To avoid data overwhelm, start simple:

1. Define what success looks like for each journey (e.g., “activate X feature,” “complete onboarding
in 30 days”).

2.Pick 1-2 leading indicators that match that goal.

3.Track key lagging indicators monthly or quarterly to measure long-term impact.

4.Use these insights to adjust strategy, celebrate wins, and advocate for resources.

Action: Set up a shared success dashboard across CS, Product, and Marketing. Review monthly and
update your strategy quarterly based on results.

How do you currently measure the impact of

Customer Success in your organization

Other 1%

We don’t currently 10%

measure

Health score 32%

Adoption/uti lization 33%

Churn 65%

Customer 31%
satisfaction score

Way of measuring

NPS 38%

GRR 36%

NRR 64%
| | |

0% 10% 20% 30% 40% 50% 60% 70%

Respondents could choose more than one answer
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Final Thoughts

A well-designed scaled CS model becomes a strategic growth lever, not a tactical compromise.
With the right mindset, segmentation, journey design, and measurement in place, your team can
create experiences that are efficient, empathetic, and outcome-driven.

The most effective CS teams today are those that scale without losing their humanity, teams
that use automation not to replace relationships, but to extend and deepen them. When
thoughtfully implemented, Al and automation becomes a bridge between insight and action,
helping CSMs show up smarter, sooner, and with more relevance than ever before.

And this isn't just for long-tail accounts. Automation belongs in every part of your portfolio from
your smallest customer to your most strategic. Whether you're nudging a power user, surfacing a
win-worthy insight, or preparing for renewal, scale is how you make consistency and impact
possible without burning out your team.

So keep iterating. Stay close to your data. Partner deeply across CS, Marketing, Product, and
Ops. Test, learn, and evolve your approach over time.

And above all, remember this:
Great CS at scale doesn’t feel automated. It feels like you showed up at exactly the right time

with exactly what your customer needed.




