The High-Speed
Evolution

of Customer Success

It’s a Friday night, and you’ve just arrived at your favorite corner bistro.
Inside, the host warmly greets you by name before escorting you to a choice
table. There, a familiar waiter smiles just before you suggest (as always) that
there’s no need to recite the specials. You’ll have your usual entrée paired
with a glass of your favorite varietal.

Now, this is what makes life worth living. It’s not merely the food,
though the food is spectacular. It’s not merely the atmosphere and the view
from your favorite table. No, what really keeps you coming back week after
week, year after year, is the personal service, delivered by people who seem
to genuinely care that you are having a wonderful experience.

In an increasingly impersonal world, a world where artificial intelli-
gence (Al) informs you that “people who bought the pinot noir also pur-
chased camembert and water crackers” and where “talking” with a customer
service agent means interacting with a chatbot decision tree, who can blame
you for craving a personalized experience—for wanting to go “where eve-

rybody knows your name and theyre always glad you came”? Given a
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choice, wouldn’t all of us prefer to be treated like unique individuals instead
of data sets?

At Gainsight, our purpose statement is “to be living proof you can win
in business while being Human-First.” It’s so easy to forget that the person
on the other side of the video meeting isn’t just a candidate, employee,
alumni, prospect, customer, or investor—they are a human being first. We
need to always remember that. But this raises a seemingly intractable ques-
tion for every company in the software-as-a-service (SaaS) sector and
beyond: How do you scale a Human-First customer experience?

Your favorite restaurant provides personalized service because the staff
works at a single location every night, serving a small number of regular cus-
tomers. In the beginning, the same is true of almost every tech start-up. Many
founders talk to each of their early customers themselves. I remember one
well-known founder who said, “I bring my laptop to the customer, watch
them work, and code what they want.” But once the owner of the restaurant
or the start-up needs to scale, personalized experiences are often jettisoned in
favor of a more efficient—and more impersonal—experience.

As business leaders, we recognize that we must scale up to build our
companies, and the way to do this is through automated systems and pro-
cesses. But must we also lose the human touch? Can’t we find ways to effi-
ciently scale without treating our customers like fungible cogs? Can we find

ways to enhance the customer experience via automation?

The Human vs. Digital Dilemma

In the case of the restaurant, the answer is a qualified yes. Although most of
us would not want to visit a restaurant in which we had to interact with
robot waiters instead of humans, many of us would love to book our reser-
vations online, pay the bill with our smartphone, and contact the restaurant
in advance to let them know we’re celebrating a special event so they can
surprise us with a special gesture. In fact, we might regard these digital capa-
bilities as a pleasant blend of human-led and digital-led customer service.
On one hand, we would continue to enjoy the social and psychological
benefits that come with human interaction. On the other hand, digital
technology would enable us to dispense with the less pleasant aspects of the

experience more quickly.
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That said, there is a good reason why we “qualified” our yes. In the
restaurant, significant parts of the customer journey cannot be easily scaled—
if they can be scaled at all. For example, while some customers may be
happy using digital tech to facilitate reservations and payments, others might
prefer to walk through the door without a reservation and pay their bill at
the cashier’s station. Satistying both customer segments would require that
the restaurant continue employing a cashier or a host, despite the added
cost. And unless the owner were willing to install a buffet, customers seek-
ing self-service would have to go elsewhere.

Why are we talking about restaurants in a book about Customer Success?

It’s because the restaurant is a good analogy for the dilemma that many
SaaS companies and Customer Success (CS) organizations are struggling to
resolve—how to deliver, more efficiently and at scale, a Human-First cus-
tomer experience using digital means.

Informed by the speed, convenience, and seamlessness of their transac-
tions with business-to-consumer (B2C) ecommerce retailers such as Ama-
zon and Spotify, business-to-business (B2B) customers are increasingly
demanding a speedier, more seamless, and more personalized experience
when they purchase products and services from companies like yours. But
however much you may want to fulfill your customers’ wishes for “the B2C
experience,” achieving that goal is easier said than done.

For starters, unlike one-time purchases of books and AAA-battery
12-packs on Amazon, complex B2B SaaS products require that you and the
customer devote considerable resources to onboarding new users—a pro-
cess that (you hope) will lead to widespread product adoption, which, in
turn, will help the customer achieve their desired business outcomes. If the
customer succeeds in achieving their outcomes while having a pleasant
experience, you succeed. You transform a one-time purchase into a sub-
scription that generates revenue for years to come.

Turning one-oft purchasers into long-term customers—customers
who then buy more products and services from you, as well as advocating
on your behalf—is the “prime directive” of every CS organization.

Now for the dilemma.

Most CS organizations and Customer Success Managers (CSMs) are nei-
ther prepared nor equipped to deliver the personalized customer experience

their customers want, at least not in a way that is cost-effective and scalable.



4 Digital Customer Success

Although the tools for achieving this goal are available—in the form of new
and emerging digital technologies—most SaaS companies are stuck.They are
trapped in a twilight zone between CS systems and processes that are either
completely automated and impersonal or completely human-led and
unscalable.

And never the twain shall meet.

In fact,some CSMs maintain (to paraphrase Anna Karenina) that because
“happy customers are all alike, but every unhappy customer is unhappy in
their own way,” the entire concept of Digital Customer Success (Digital
CS) is oxymoronic. In their view, SaaS firms can opt either for robotic,
dehumanized interactions with their customers (a “tech-touch” approach)
or for strictly human-led interactions (the “high-touch” approach). How-
ever, because every customer and stakeholder is unique, no “robot” could
possibly deliver the personalized CS interactions that today’s customers crave.

Use cases closed.

Never mind that not every customer is seeking a Human-First experi-
ence at every moment or a digital-first experience at every moment. Like
the customers of our hypothetical restaurant, most of your customers are
seeking human interactions at certain times and digital interactions at oth-
ers. Thus, the Anna Karenina argument is a straw man argument. The human
versus digital conundrum cannot be solved with either/or thinking. It can
be resolved only by harnessing technology to design an optimum blend of
digital and human CS motions for all your customers.

Technology has evolved a great deal over the past decade, and because
of this, we now have a third CS model to consider—a model that can pro-
vide a personalized, human experience via digital-first methods. For this
reason, we believe every company should now be thinking about how (not
whether) to deliver a digital-first customer experience. But before we dive
into this topic, let’s briefly recap how we arrived at the current crossroads—
the intersection of the Human-First and digital-first approaches to growth
and profitability.

How We Got Here

From the moment the SaaS industry was born, it was probably inevitable
that Customer Success (or something very much like it) would be invented.

As soon as consumers were able to purchase, install, and use new software
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solutions without first having to wave goodbye to a substantial up-front
investment, a third era of economic history had begun.

As Nick argued in The Customer Success Economy,' the first economic era
was the “making stuft” phase, which started with the Industrial Revolution.
The second era was the “selling stuft”” phase, which was disrupted and accel-
erated when the internet made it possible to sell stuff globally. From 1900 to
2000, making and selling stuft was the business model of pretty much every
major corporation, and it drove the global economy. A sale was a one-time
activity, and anything “post-sale” represented a cost to the company.

We are now in a third phase. Although we still need to make and sell
things, that is no longer enough. In the modern economy, customers are
seeking success. They are seeking to achieve their goals, not just stuft to
purchase. Therefore, helping customers realize their goals is now an impera-
tive for many makers and sellers.

This new focus on desired business outcomes is why CS came into
being. As companies moved from one-time sales and perpetual license
agreements to recurring revenue models such as SaaS, subscription, and
cloud, the power dynamics between sellers and buyers shifted (almost over-
night) from sellers to consumers. Customers are no longer wedded to the
vendors they bought because technology has transtormed the software cat-
egory for customers. They have choices. They have mobility and lower
switching costs. They are the center of the SaaS solar system.

In sum, customer expectations are higher, customer power is greater,
and holding onto customers is harder. (Moreover, as SaaS products become
more complex, customers who are not properly onboarded or continually
counseled and supported are likely to become frustrated, resulting in lower
adoption rates, lower usage rates, and higher churn.)

Today, customers aren’t merely asking to be “satisfied” and have “great
experiences.” They want to achieve their goals—and they expect you to
help them do it for as long as it takes, even as those goals change over time.
As a result, sellers and buyers have moved from largely transactional interac-
tions to mutual, lifelong journeys. To ensure that the average journey lasts
longer than a trip from your living room to the kitchen, you must cultivate
strategic relationships with everyone who has a stake in ensuring that cus-
tomers’ business outcomes are achieved.

Because customers have changed the way they think about software ven-

dors, you need to change your behavior if you want to keep them.You need



6 Digital Customer Success

to make sure they are actually using what they bought from you and getting
the value they seek, that you're giving them the customer service they want,
and that you’re always looking for opportunities to expand the relationship.

Achieving these objectives is why Customer Success was invented.

At Gainsight, we define Customer Success as the concept of achieving
business growth through a customer-focused approach. We strongly believe
that investing your company’s time, money, and effort solely on the acquisi-
tion of new customers is a mistake. A sales-only focus will not bring you the
long-term results you desire. To attain durable growth and profitability, you
must focus on retaining your existing customers, expanding your sales to
them, and transforming them into fiercely loyal brand advocates. The secret
to achieving all of this is making sure your customers enjoy the experience
you have promised. Toward this end, everyone in your organization must

collaborate to:

m Put customer needs at the core of everything, including the product
roadmap.

Develop healthy and productive customer relationships.

Deliver an engaging customer experience.

Focus attention on meeting customer expectations.

Develop and track metrics that measure the customer’s progress toward

their desired business outcomes via the use of your products.

From Churn Busters to Revenue Boosters

As recently as 10 years ago, dropping the term Customer Success in the pres-
ence of a tech company founder, executive, or investor would probably have
produced some puzzled looks. In 2013, when Gainsight was launched, CS
was practiced by only a few dozen early SaaS companies, and you could
have fit every CSM in the world on a single Boeing 747.

Since then, the number of CSMs has risen from roughly 500 to 250,000,
and Customer Success 1s now well defined or present in 95 percent of high-
growth companies.” And most of these firms aren’t simply paying lip service
to CS by squeezing a few people into a makeshift call center. They are employ-
ing skilled CS professionals by the hundreds to scale their businesses and
increase net customer retention, expansion, and advocacy in the hope of

increasing gross revenue retention (GRR) and net revenue retention (NRR).
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Whereas many SaaS firms once struggled to understand why Customer
Success even mattered, wondering “Why is this a thing?” most companies

now get it. They understand, as Gartner recently reported, that

Customer Success Management is a crucial function for organizations
with recurring revenue streams . . . [Customer Success Management]|
programs have become the standard enabler for businesses . . . to encour-
age customers to remain engaged and increase customer lifetime value for
products sold via a subscription model.?

Forrester Research has concluded that “a well-designed Customer Suc-
cess program can yield a 91% return on investment over a three-year period
[by means of] improved customer retention, increased cross-sell and upsell
opportunities, great new customer conversion rates and reduced customer
support costs.™*

Over the past decade, most SaaS firms have answered the basic ques-
tions about CS: What exactly does Customer Success mean? What type of
people do you need? What other resources, technologies, and processes
should you assemble to launch an eftective CS program? If a company is still
asking why or what, it is behind the curve. Today, most SaaS firms are focus-

ing on how questions, such as:

How do I scale Customer Success?
How do I operationalize Customer Success?

How do I measure Customer Success?

How do I optimize my expansion?

This shift—from why and what questions to how questions—illustrates
the amazing speed at which Customer Success has matured. In 10 years, CS
has evolved from a purely reactive function, whose practitioners often relied
on intuition and assumed best practices, into an increasingly proactive, con-
sultative, strategic, and data-driven discipline—a discipline that has become
foundational to the success of thousands of companies.

CS has progressed from call-center personnel responding to help requests
and trouble tickets into CSMs who proactively collaborate with customers, as
well as with Sales, Marketing, Product, IT (and more), to design, execute,

measure, and monitor customer journeys that deliver the greatest possible



8 Digital Customer Success

value in the shortest possible time frame. CS has metamorphosed from a
function focused on reducing churn—by promoting product adoption,
addressing customer complaints, and forwarding requests for new features—
into a function responsible for growing revenues by ensuring that every cus-
tomer achieves their business goals via the product.

A decade ago, CS largely consisted of small firefighting squads whose
members scrambled to rescue at-risk accounts on an ad hoc basis.

Today, equipped with new digital tools and data-driven methodologies,
the best CS teams are intentional, proactive, strategic, and predictive, track-
ing leading indicators and lagging outcomes to improve revenue retention

and growth.

CS Has Become a Company-Wide Imperative

One sign of how far CS has evolved is the accelerating recognition among
SaaS executives, investors, and consultancies that Customer Success is a
company-wide imperative—a core philosophy of how companies do busi-
ness. Gone are the days when CS teams operated as a siloed function that
“did stuft” to keep customers from eloping with competitors. These days,
CS is widely viewed as a strategic pillar of the overall business—a means by
which a customer-centric mindset is transformed into a durable growth
engine. There is awareness that everything must be driven by the voice of
the customer because, in a subscription model, you’re constantly earning (or
losing) customers’ business.

One result of this newfound awareness and recognition is the confi-
dence many business leaders are displaying vis-a-vis their investment in CS,
even in an unfavorable business climate. According to a 2023 survey by Bain

& Company (Used with permission from Bain & Company).®

m Although CS organizations saw increased budget pressure and slower
growth during 2022 and early 2023, when CS headcount reductions
have occurred, they have typically been in line with—or below—the
reductions to broader company headcount. In fact, 75 percent of
surveyed companies reported that CS gained, or at least maintained,
its share of total company headcount.

m Most firms now consider CS a net revenue-generator, not a cost

center. Unsurprisingly, firms that consider CS a cost center are more
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likely to make cuts to CS (30 percent) compared with those that
consider it a net revenue-generator (15 percent).

m Monetizing CS is growing in popularity. Thirty percent of the
surveyed companies offer paid CS coverage, with an additional 20
percent likely to introduce a paid tier in the next three years. Of the
companies that currently offer unpaid, attached CSM coverage, 35

percent expect to begin charging in the near term.

Another sign of the growing importance and respect accorded to CS is
the growing number of Chief Customer Officers (CCOs) who have been
elevated to the CEO position in recent years, including Yamini Rangan,
CEO of Hubspot, and Christina Kosmowski, CEO of LogicMonitor.

Escape from the Twilight Zone

That brings us back to the twilight zone in which many SaaS companies
find themselves today—trapped between fully automated and fully human-
led CS paradigms.

Why should you care if youre stuck in this zone? Why shift to a third
CS model that provides customers with a personalized, human experience,
delivered by digital-first methods?

You should care because, in the wake of the SaaS industry’s recent trou-
bles, executives and investors have concluded that durable business growth is
the key to long-term success. And which business function is best suited to
play the role of the durable growth engine, given its track record of boosting
customer retention, expansion, and advocacy? Customer Success. A well-
oiled CS organization—one that is efficient, scalable, proactive, and data
driven (but with a human face)—can be a revenue-generating machine.

There’s just one problem. Relatively few CS orgs currently qualify as
efficient, scalable, proactive, and data driven. Although many are dabbling
with digital tools and tactics, most are taking an ad hoc approach, leveraging
multiple tools and struggling to incorporate useful data because that data is
siloed and/or scattered across multiple functions. The result? A disjointed
customer experience, overlapping communications, and inefficiencies across
the board.

Unsurprisingly, customers are frustrated with these uncoordinated

experiences. And often, the people serving those customers are frustrated
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because they can’t deliver the great experience the customer was promised.
They want to do a great job, but they are stretched too thin because the
current systems are manual and (often) not designed for the tasks at hand.
So, your employees are frustrated, your customers are frustrated, and your
investors are frustrated.

Another obstacle blocking the escape route from the twilight zone is
the difficulty some CS teams are having in shifting from defensive strategies,
especially those based on gut feelings and assumed best practices, to offensive
strategies tethered to advanced analytics. Put bluntly, CS leaders need to
accelerate the transition from squishy and artisanal relationship-management
practices to practices that are scientific, data driven, and industrialized, prac-
tices that can be readily replicated and scaled. CS players who are in the
vanguard of this transition are already achieving remarkable things with data
analytics.

For example:

One vendor scanned hundreds of variables using feature-discovery algo-
rithms and found that a single metric, the three-month moving average
of customer storage usage, strongly predicted which users would discon-
tinue services within six months. Another vendor mined its customer data
using machine-learning techniques to identify subsegments with the
highest propensity to make a purchase and created triggers to alert them
when customers entered this category. By integrating these insights into
its customer-success efforts, the vendor increased customer engagement
and ultimately obtained a five percent uplift in sales.®

For a CS leader, this is the promised land—being able to show that your
team Is strategic and metrics driven; demonstrating that you're not merely
reactive firefighters but proactive navigators steering customers on their
value journey. You're leading them to renew, leading them to expand, and
turning them into advocates who help bring in new logos. And you’re able
to prove this to senior management, as well as your Sales, Marketing, and
Product colleagues, by connecting the dots from your team’s activities to the
leading indicators and lagging outcomes.

Historically, CS leaders have not used the kinds of metrics-based busi-
ness tracks that other revenue leaders employ to justify their activities and

construct narratives that assign them credit for their good work.
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This needs to change.

CS can no longer afford to be squishy. As a growth engine for your
business, it can no longer rely solely on relationship-building techniques,
customer sentiment, and guesswork. CS must become industrialized, man-
aged with the same level of operational rigor and predictability as Sales and
Marketing.

The Peloton Paradigm

Because the preferences of B2B consumers are being driven by their B2C
experiences, we've searched for B2C models that optimize the digital-
human mix in ways that will meet, or exceed, the evolving expectations of
SaaS customers. As it happens, we have found just such a model. And it takes
the form of what, at first glance, appears to be a souped-up exercise bike.

Peloton and other digital fitness companies like it have changed the way
millions of people exercise. As an extremely amateur Peloton rider himself,
Nick has seen, firsthand, how the company has transformed the fitness
industry. Whether he chooses to ride with the inspirational Ally Love or the
hilarious Cody Rigsby, Peloton has revolutionized his personal fitness rou-
tine. It has also changed how both of us think about Customer Success.

How did people work out before companies like Peloton burst onto
the scene? It seemed like there were only two routes. On one hand, you had
highly self-motivated people who woke up at 5 a.m. and headed straight to
the gym for their personal workouts. They didn’t need a coach.They didn’t
need a nudge. They seized the day, every day.

On the other hand, you had people with the flexibility and resources to
hire a personal trainer. The trainer would coach them; design a workout
routine for their body, lifestyle, and goals; and motivate them to keep at it
every week.

What Peloton observed, however, was that millions of people didn’t fit

neatly into either of these categories, including those who:

m Want to exercise but need a nudge of encouragement.

m Want instruction, but don’t have the time or resources for one-on-
one training.

m Want to work out in the comfort of their homes but don’t want to
feel isolated.
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In many ways, Customer Success has sprung from the same dichotomy. In
the older business model, you had two types of clients. You had your larger
clients for whom you would do anything, including customizing your software.
You were like their personal “software” trainer. Then you had your smaller
clients. Regardless of whether they were motivated to “go to the gym” (use
your software), they still paid you, so it was all good. In addition, many SaaS
companies gave their large customers a high-touch CS experience while
giving the small customers a fully digital one. But this approach no longer
works. Growing numbers of high-touch customers want parts of the experi-
ence to be digital, and many smaller customers want parts of the experience
to involve a human. Moving forward, you will need to be more dexterous
about your segmentation strategies at both the customer and persona level.

Digital Customer Success is about using process and technology to bet-
ter serve all your customers. One way that Peloton does this is through
One-to-Many “Fitness Success,” which leverages the best “CSMs” (or Fit-
ness Success Managers) in the world. These experts are inspirational. They
motivate you. They entertain you. You couldn’t imagine better personal
trainers—and most of us could never access them one on one.

So what did Peloton do? They figured out how to scale these personal
trainers to millions of people. Although the company’s hardware—a con-
nected bike with a nice screen—is a commodity, Peloton created a software
platform with personalization in the form of choice and scheduling (and
more) to connect the right Fitness Success Manager to the right clients.

Similarly, modern Customer Success is no longer just about high-touch
CSMs for your largest clients. Leading CS organizations are creating scaled

or digital initiatives, which combine strategies such as:

m Automating routine tasks like reporting, Quarterly Business Review
decks, emails, and more to allow CSMs to cover more clients.

m Creating a virtual CSM through a digital-first journey based on
customer behavior.

m Creating pooled CSM teams that aren’t assigned to specific clients

but instead intervene based on risk or opportunity triggers.

Peloton also creates personalized product experiences. The geniuses at
this company realized that people don’t always do what trainers want.

Therefore, you sometimes need to encourage them. But the instructors
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can’t communicate with every rider one on one, so Peloton uses the power
of personalization to drive people toward the behaviors needed to achieve
their goals—like noticing when you hit milestone rides and recommending
rides based on your past interests. The company tracks all your habits and
uses this data to ensure that you continue improving and engaging with
the platform.

Finally, Peloton created a community. Although you may be physically
alone on your bike, you never feel alone.You can join hashtag groups, com-
pete on leaderboards, and give each other high fives. This makes you feel

like you’re riding alongside many other people.

The Time Has Come for CS to Reinvent Itself

The time has come for Customer Success to reinvent itself with an approach
like Peloton’s. The approach will embrace a custom blend of digital-first and
Human-First strategies and use cases to increase the efficiency, effectiveness,
and scalability of CS operations.

Already, SaaS businesses are exploring and adopting new ways to deliver
more efficient and more scalable Customer Success. They include the use of
in-app guides to onboard new customers, walkthroughs to help clients try
out new features, and surveys to obtain feedback from customers as they
work—all in the service of improving and personalizing customer experi-
ence based on users’ behavioral data. We are making progress, but we need
to speed things up.

To do that, businesses and CS organizations must first realize that not
every customer is looking for a human touch every day. You must under-
stand that, at any given point in the vendor-customer relationship, users may
want to talk with a human or they may prefer to self-serve. They may want
content dripped via email, or they may prefer a choice of walkthroughs. As
a new user, you may want to talk with a human CSM 100 percent of the
time, but as you gain experience, you might prefer digitized learning jour-
neys most of the time.Yes, every customer is different in their own way, but
that is not a good argument for a strictly human-led approach to Customer
Success. Quite the opposite: It strengthens the argument for a hybrid
approach. There are many different paths to the mountaintop, and Digital
CS allows you to present each path to your clients and then let them choose

which ones to follow.
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Figure 1.1 In the old Digital CS model, big customers got the

human touch while small customers got tech touch.

The traditional model of Digital CS segments the market into big cus-
tomers and small customers. Big customers get the human touch, and small
customers get one-to-many emails. (See Figure 1.1.)

This is no longer the correct approach—it it ever was. The right
approach is the one that optimizes the customer experience and their ability
to reach their desired business outcomes, right now. In the future, we believe
many customer journeys might look something like Figure 1.2.

The journey starts with a welcome email, of course, but when users log
on for the first time, they see an in-app guide about how to use the product.
It walks them through the steps of setting up everything, and because it
notices what the user is doing, it can recommend future actions they may
want to take. For example, the product may observe that the user turned on
a particular feature—to which it responds by sending an email about that
feature. Then the product may notice that the customer is focused on gen-
erating more revenue—to which it will respond with additional content
tailored to that goal.Very likely, the customer will also be invited to connect
with other customers on your Community platform. This will enable them
to share experiences and learn from other customers about how to generate
more revenue.

A few weeks later, your digital tech might notice that the customer

stopped using the product. Are they confused? Frustrated? Thinking of
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Figure 1.2 The new Digital CS model optimizes every customer’s
experience through a blend of human- and digital-led motions.

abandoning the product? You need to get them back onboard, so a CSM
contacts the client to learn what the problem is. Once the problem is resolved
and the customer is using the product again, a welcome-back email is auto-
matically sent. Next month, the user might receive an infographic displaying
all the revenue they have generated since they began using the product again:
“Congratulations! You’re doing great things with the product!”

For those of you who use Spotity, this journey may seem familiar. As a
user of the music app, you receive personalized lists of song recommenda-
tions, which you can share with friends and family. Spotity also generates a
personalized playlist and tells you what you have been listening to over the
past year, including your favorite albums. Spotify seems to know you
as a person.

Consider what the previous scenario would mean for the CSM assigned
to the customer. Thanks to the power of Digital CS, the CSM no longer has
to spend hours on Zoom, training customers how to use the product. Nei-

ther will they have to send the customer a guide on how to set up the
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software or (later) nudge them into using it because they haven't yet logged
in. Instead, the CSM can get on the phone with the customer to focus on
higher-value topics.“What are your goals going forward? What are you try-
ing to accomplish this week or next month?”

The CSM is happier because they are devoting time to higher-value
activities. The customer is happier because they are getting more value—
through a combination of human touch and digital self-service. Your com-
pany is happier because it is spending less money while enabling CSMs to
serve more customers.

Even without a dedicated CSM assigned to their account, the customer
will feel that your company really knows them. In turn, this will increase the
likelihood of them saying “I want to keep using this product. In fact, if this
company has more to sell to me, I'm happy to take a look because I really
love working with this company.”

Youre keeping the customer happy, and, as a result, youre making
more money.

Until recently, we expressed this result with the formula CO + CX =
CS (Customer Outcomes + Customer Experience = Customer Success).
Today, with the incorporation of digital-first, we have revised the for-

mula to this:

Cs = co’ + X

Looking forward, your CS organization has an immense opportunity—
the chance to reinvent itself with digital tools, strategies, and tactics that, in
turn, present you with the opportunity to reinvent your entire company.
Digital CS is not just about doing more with less; it’s also about liberating
your human talent to focus on motions that produce a bigger impact on
your bottom line. Digital CS enables your company to extend its reach
beyond the impact of individual CSMs (who are often tied to just a few key
stakeholders in the customer’s organization), allowing you to amplify your
company-wide efforts and reach more users. In fact, we believe that every
CS organization in the future should provide customers with a digital-first
blend of monetized/productized services, enabling CSMs to take on more
revenue-generating responsibilities.

Toward that end, this book is a detailed how-to guide to Digital

Customer Success—the strategies, systems, processes, and programs you
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need to help your customers, your investors, and your teammates succeed.
By conferring digital superpowers on your CSMs and your entire organiza-
tion, you’ll be well positioned to increase your NRR at a time when cus-
tomer expectations have never been higher and customer retention has

never been harder.
Gainsight’s New Laws of Customer Success

1. Build Customer Success into your core.

2. Create an integrated customer journey.

3. Constantly drive more value or expect churn.

4. Scale with digital.

5. Drive efficiency with community and/or customer hub.

6. Leverage product and customer education to accelerate
time to value.

7. Invest in Customer Success operations.

8. Deeply understand net revenue retention.

9. Ensure your Customer Success strategies are metrics driven.

10. Maintain a Human-First approach.

Summary

As business leaders, we recognize that we must scale in order to build our
companies, and the way to do this is through automated systems and pro-
cesses. At the same time, we also need to enhance the customer experience.
We need to deliver, more efficiently and at scale, a Human-First customer
experience using digital means.

Currently, most CS organizations are neither prepared nor equipped to
deliver the personalized customer experience their customers want—not in
a way that is cost-effective and scalable. Although the tools for achieving this
goal are available, most SaaS companies are trapped in a twilight zone
between CS systems and processes that are either completely automated
and impersonal or completely human-led and unscalable.

Although many companies are dabbling with digital tools and tactics,
most are taking an ad hoc approach, leveraging multiple tools and struggling
to incorporate useful data because that data is siloed and/or scattered across
multiple functions. The result? A disjointed customer experience, overlap-

ping communications, and inefficiencies across the board.
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Another obstacle is the difficulty some CS teams are having in shifting
from defensive strategies based on assumed best practices to offensive strategies
tethered to advanced analytics. CS leaders need to accelerate the transition
from artisanal relationship-management practices to practices that are scien-
tific, data driven, industrialized, and scalable.

The time has come for Customer Success to reinvent itself, exploring
and adopting new ways to deliver more efficient and more scalable CS.
They include the use of in-app guides to onboard new customers, walk-
throughs to help clients try out new features, and surveys to obtain feedback
from customers as they work—all in the service of improving and personal-
izing customer experience based on users’ behavioral data.

We are making progress, but we need to speed things up.



