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Most Customer
Reactive by Design

Most customer success teams don't suffer
from a lack of care or effort—they suffer
from reactive design.

They respond to the loudest customer
instead of the most valuable one. They prep
for renewals days before contracts expire.
They escalate only after frustration surfaces.
When churn happens, it feels like a surprise,
even though the signals were always there.
Not because no one noticed, but because
there wasn’'t a system to catch them.

This isn't a tooling issue. HubSpot offers
everything from ticketing to playbooks to
workflow automation. The problem is
structural: teams rely on intuition instead of
infrastructure. Processes vary by rep. Notes
live in email threads. Metrics get logged but
never linked back to motion. And when
pressure builds, teams scramble instead of
scaling.

Are

A mature CS engine isn't built on heroic effort.
It's built on defined motions—repeatable
systems for onboarding, check-ins, renewals,
upsells, and churn management. Motions
that align actions to outcomes, roles to
responsibilities, and tools to process logic.

Inside HubSpot, those motions only work if
they're intentionally designed. That means
clear entry and exit points, mapped data
flows, embedded automation, and defined
handoffs. Without this layer, CRM becomes a
list of overdue tasks and stale tickets. With it,
it becomes the operating system for
customer outcomes.

This guide breaks down each of those
motions—why they matter, what makes them
scalable, and how to run them in HubSpot
with consistency. Not just as tasks, but as
systems that compound.
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Don’t Automate What Isn’t Designed

Every customer success team wants more automation. More dashboards. More alerts. But
automation isn't a shortcut—it's a multiplier. If the process it scales is broken, what you get isn't
efficiency. It's chaos, delivered faster.

The foundation of any scalable CS system is motion design. Before a single workflow is built,
every motion—from onboarding to renewals—needs to be architected with clarity. That means
knowing what success looks like, who owns it, what triggers it, and how it's measured.

Design starts with operational questions, These aren't philosophical prompts.
not automation logic: They're prerequisites to system design.

Every motion needs:

What defines a “successful” onboarding Defined Entry Criteria

—and how does that vary by segment? Activates based on clear signals
instead of relying on memory.

*~

What customer event triggers a QBR,
renewal prep, or success plan refresh? Measurable Outcome

*~

Enables performance tracking instead
Who owns each step—and what data of simply marking tasks as “done.”
needs to move with them?

*~

Operating Rhythm

? What signals get captured—and where Establishes consistent frequency and
*  do they live inside the CRM? ownership across reps.

Once that framework is set, HubSpot becomes an execution engine. Workflows can trigger based
on usage. Dashboards reflect funnel health, not spreadsheet exports. Task queues become
proactive, not reactive. And alerts surface exceptions—not everything.

But without that layer of upfront design, CRM becomes a graveyard of disconnected properties,
empty reports, and forgotten tasks. It's not that the tools failed—it’s that the system never existed.
Automation doesn’t create processes. It enforces it. And before it enforces anything, the process
needs to be real.
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Onboarding Workflows —
Retention Starts Before
Support Tickets Do
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Most churn takes root long before renewal. It begins during
onboarding—when customers are still forming expectations,
testing workflows, and deciding if your product is worth
committing to. This makes onboarding your highest-leverage
moment to reduce risk and accelerate value.

But most onboarding motions are ad hoc. Success teams deliver
kickoff calls and checklists, but without a clear definition of what
success looks like, outcomes vary. Key steps get skipped.
Ownership is fragmented. And what should be a value-delivery
engine turns into a manual project tracker.

To scale onboarding, the motion has to be designed for
repeatability. That means defining outcomes, automating internal
workflows, and tracking progression in ways that drive action.

A structured onboarding motion includes:

Milestones Tied to Customer Value:

K
&3%29 Includes key moments like activation events, first output delivered, or critical
integrations completed.
on Automated Task Generation:

Ensures internal steps are enforced consistently without relying on Slack reminders
or spreadsheets.

Progress Visibility:

i
1O

Uses dedicated stages, health scores, and time-in-stage tracking to surface delays
or accounts at risk.

In HubSpot, onboarding can run through its own pipeline or object. Stage changes trigger internal
tasks, customer communications, or updates to onboarding scorecards. Playbooks standardize
the kickoff process and ensure the right data is captured at the start. And lifecycle properties
reflect real progress—not just contract status.

This isn't just about getting customers live. It's about getting them to value—deliberately,
consistently, and at scale.
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Customer Call Scripting & Data

Collection — Structure Beats

Memory

Customer conversations are rich with
context—goals, blockers, product feedback,
renewal signals. But most of that insight
disappears the moment the call ends.

CSMs take notes in their own format, store
them in scattered docs, and track action
items in their heads. Over time, this erodes
consistency. One rep captures key goals;
another skips them. One logs feedback in
HubSpot; another never opens the contact
record. And when renewal time comes,
there’s no shared understanding of what
was said, promised, or missed.

This isn't a tooling problem. It's a system
design gap.

To build consistency across accounts
and reps, calls need to follow a defined
structure—one that drives consistency in
what's asked, how it's captured, and
where that data lives.

A structured call system includes:

Standardized Talk Tracks

Used for recurring moments like kickoffs,
QBRs, and renewal reviews to ensure the
right questions are always asked.

Mapped Data Capture
Ensures responses are logged directly

into HubSpot properties instead of
getting lost in call notes.

Call Prep and Follow-Up Templates

Create shared context across teams,
reduce rework, and improve handoffs.

Playbooks in HubSpot make this operational.
They guide reps through the right questions
during live calls and ensure that inputs go
directly into the CRM. Paired with call recording
and transcription tools, you can retroactively
extract key terms, tag sentiment, and populate
health data over time.

Scripting doesn't eliminate flexibility—it anchors
it. When the foundational questions are always
covered, reps can adapt in the right places
without losing signal.
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Self-Service Enablement — Scale

Without Sacrificing Clarity

As your customer base grows, not every
question can—or should—go through a human.
But scaling touchpoints doesn’'t mean leaving
customers to fend for themselves. What they
want is fast, contextual help that feels
intentional, not deflective.

Most self-service systems start with the right
intent: reduce ticket volume, improve response
time. But without structure, they become bloated
resource centers few people use, or generic
chatbots that frustrate more than they help.

Effective self-service starts with segmentation
and routing logic—not content. The system
should account for who the user is, where they
are in their journey, and what they're trying to
do. It should surface the right guidance
automatically, and know when to escalate.

A structured enablement motion includes:

Tiered Access to Resources :
g ] Separates public help content —_—
from account-specific

(—)
[D@
€

documentation. V- v—
Contextual Delivery
Triggers content based on
= [ product behavior, or Inside HubSpot, this can be implemented
customer type through knowledge base articles, chatflows
with bot logic, targeted nurture emails, or
help widgets embedded in the product
Built-In Feedback Loops experience. Routing logic ensures that
TR Allows customers to rate basic issues are resolved quickly while the
\j usefulness, request new right contacts. are flagged when deeper
content, or flag confusion. engagement is needed.
Smart Escalation Paths Done right, self-service doesn't just reduce
. inbound volume—it increases customer
o A Automatically resolves low- . )
ey offort auestions while routin confidence. It gives users what they need,
DDDI:I 9 9 when they need it, without the friction of

complex issues to support

quickly. filing a ticket or waiting on a reply.
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Support SLAs, Routing & Follow-Up —

Structure Drives Confidence

Support is one of the most visible parts
of the customer experience. It's where
trust is built—or lost—under pressure.
And yet, most support systems rely on
manual triage, inconsistent SLAs, and
one-off escalation chains that only
trigger when something slips.

The issue isn’t effort. It's the absence
of structure.

Without clear rules around who responds,
how fast, and what happens next, even
minor issues can feel like neglect. And
once the customer loses confidence in
support, it doesn't matter how good the
product is.

To operationalize a dependable support
motion, the system needs to cover three
areas: response time, ownership, and
resolution follow-through.

In HubSpot, this is supported through
ticket pipelines, automated SLA timers,
and routing workflows. Teams can use
workflows to set response deadlines,
create follow-up tasks, and notify
managers when thresholds are
breached. Feedback tools like surveys
and sentiment scoring extend that
system into quality measurement and
iteration.

Support isn't just a function—it's a
reflection of operational maturity. If the
rules are clear and consistently applied,
the customer feels it.

That means:

G

Tiered and Enforced SLAs

Define response expectations
based on customer type, ticket
severity, or issue category.

* Example: Enterprise clients get a 2-hour
first response SLA on Plissues
Breaches trigger alerts, reassignments,
or escalation—automatically

Context-Based Routing Logic
Assigns tickets based on issue
type, priority, or customer
segment—not just availability.

® onsider product line, region, historical
behavior, and current owner bandwidth
Escalation paths should be formal—not
* discretionary

)y O
%l

Post-Resolution Workflows

Ensure follow-up steps are
completed to fully close the loop
after an issue is resolved.

® Send CSAT or CES surveys

® Flag low-sentiment or escalated
tickets for manual follow-up

Tag root causes to feed insights into
¢ onboarding, product, or documentation
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Usage & Engagement Reporting —
Surface Risk Before It Escalates

Most CS teams know when a customer
churns—but not when they start slipping.
By the time someone goes dark or cancels,
the early signals have already come and
gone—buried in login logs, dropped usage,
or missed milestones.

Gut checks and relationship cues aren’t
enough. Without visibility into how

accounts are actually using the product,
teams are left to react instead of prevent.

A strong usage reporting motion transforms
product interaction into operational signal.
It gives CS teams clarity on who's thriving,
who's at risk, and who needs intervention—
based not on anecdotes, but on behavior.

That motion includes:

5@

Defined Usage Signals:

In HubSpot, usage data can be piped in from
tools like Segment, Pendo, or your product
backend. From there, create custom properties
to log key metrics, workflows to trigger alerts,
and dashboards that break usage down by
stage, segment, or CS owner. QBR reports and
health scores can pull directly from these
inputs to keep conversations focused on
outcomes—not assumptions.

Usage reporting isn’t about measuring
activity for its own sake. It's about equipping
teams to act on change—before risk
becomes revenue loss.

Tracks metrics like login frequency, feature activation,

integration usage, and number of active users.

Account-Level Aggregation: o ¥ £

Rolls up individual user data into a TS

company-wide view of engagement.

Time-Based Benchmarks:

Monitors how usage patterns evolve across phases

(e.g, month 1vs. month 6 vs. pre-renewal).

Sends alerts or assigns tasks when usage
drops or key milestones are missed.

Triggered Actions:
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Customer Feedback (NPS & CSAT)

— Ask Better Questions, More Often

Customer feedback is one of the simplest
signals to collect—and one of the easiest
to ignore.

Most teams send out a generic NPS survey
once a year and move on. Low response
rates are shrugged off. Negative scores go
unaddressed. Even positive feedback rarely
feeds into anything repeatable. The signal is
there, but the system around it isn't.

Collecting feedback isn't about
sentiment scores—it's about making
sentiment operational.

A working feedback motion includes:

Moment-Based Survey
Mapping:

Aligns survey types to key customer
moments instead of relying on generic
quarterly blasts.

CSAT after support interactions

NPS at key onboarding stages

CES (Customer Effort Score) post-
onboarding or feature adoption

Segmented Delivery:

Adjusts survey timing and format
based on customer type, role, and
activity level.

CRM-Integrated Responses:

Writes survey scores directly to
contact or company records,
avoiding reliance on third-party
dashboards.

Automated Follow-Up Logic:

Triggers outreach, task creation,
or manager alerts in response
to low scores.

In HubSpot, this can be built using the native
feedback tools. Survey results can be used as
workflow triggers, visualized in dashboards, or
reported by CS owner, tier, or renewal window.
Qualitative comments can be tagged and
analyzed over time to surface common friction
points or opportunities.

The goal isn't to collect more feedback. It's to
make sure every score drives an outcome.
Whether that's saving an account, surfacing a
potential advocate, or refining your
onboarding motion—feedback is only useful
when it's acted on.
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Quarterly Business Reviews (QBRs) —

Make Strategy a Habit, Not a Fire Drill

Too many QBRs happen only when In HubSpot, QBR prep can be driven through

something breaks. A churn risk surfaces, a task queues and playbooks. Scorecards pull

product issue festers, or an executive asks for in the right metrics. Contact timelines and

a roadmap update. The team scrambles, activity reports offer historical context. And

assembles a deck, and calls it strategic. workflows can trigger prep tasks 2—-3 weeks
before the meeting to ensure time for

But QBRs aren’t damage control. They're alignment.

an opportunity to realign, reinforce value,

and deepen relationships. When run as a The value of a QBR isn't in the meeting

consistent motion—not a last-minute itself—it's in what it reinforces: progress,

scramble—they shift customer success partnership, and a shared plan forward.

from reactive to consultative When it becomes a habit, it creates

That motion has to start with structure, not predictability and positions CS as a

storytelling. strategic driver, not just a service layer.

A scalable QBR system includes:

Clear Cadence Rules:

Determines QBR frequency based on account tier, renewal window, or
health status—removing ambiguity around timing.

Standardized Agendas:

Covers usage highlights, goal alignment, outcomes achieved, upcoming
risks, and next-step planning

Automated Prep Workflows:

Consolidates usage data, health scores, and open action items into a
single source ahead of the QBR.

Follow-Up Tracking:

Creates tasks for both internal teams and customers, tied to the account
plan or success roadmap.
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Health Scoring & Sentiment Monitoring —

Turn Signals Into Systems

Customer health scores are supposed to
provide clarity. Too often, they do the
opposite. Either they’re over-engineered
black boxes no one trusts—or they're too
simplistic to mean anything.

A practical health scoring system starts by
defining what matters. Not every metric
carries equal weight, and not all
customers need to look the same. But the
inputs should be consistent, and the
outcomes should guide action.

The goal isn't to predict churn with a single
number. It's to build a structured layer of
signals that inform how teams prioritize,
intervene, and forecast.

That means:

Defined Inputs:

Combines product usage,
support history, survey scores,
CSM touchpoints, and time
since last meaningful
engagement.

Weighted Scoring Models:

Prioritizes high-impact signals
like usage decay or unresolved
tickets over passive indicators
like email opens.

Clear Thresholds or Tiers:

Categorizes accounts as Healthy, At
Risk, or Critical—each tied to specific
actions and escalation paths.

Real-Time Alerts and Automation:

: Triggers Slack messages, CRM
updates, task assignments, or
customer-save workflows when
scores change

Sentiment monitoring adds qualitative insight.
Tone in emails, flagged call notes, and tagged
objection keywords can create a parallel signal
that enriches the health score or provides early
warning signs missed by data alone.

In HubSpot, health scoring can be built using
custom properties, updated through workflows,
and embedded into company records,
dashboards, and prioritization views. When
paired with ticket data, feedback scores, and
engagement logs, it becomes the system-wide
context CS teams need to stay proactive.

Health isn't static. It's a reflection of motion. And
when your system is built to surface those shifts

in real time, every team downstream gets
sharper.




Upsell & Cross-Sell — Trac
It Like Revenue, Not Luck

Expansion isn't just a sales function—it's a success signal. When
customers grow, adopt new features, or expand teams, that
growth should convert into revenue. But most CS teams treat it as
incidental. They flag an opportunity in passing, hand it off, and
hope someone follows through.

Without a defined motion, expansion becomes a missed habit.
Signals are ignored. Ownership is unclear. And high-fit
moments disappear into the noise of day-to-day delivery.

Upsell and cross-sell should run like any other pipeline. They need
qualification, tracking, ownership, and forecasting.

A working expansion system includes:

Signals of Readiness:

Identifies triggers like increased seat usage, feature requests, new
business units, or feedback during check-ins.

Clear Upsell/Cross-Sell Definitions:

Establishes what qualifies as an expansion opportunity and assigns
ownership by segment or product line.

Dedicated Stages or Pipelines:

Tracks expansion opportunities with the same rigor as net-new deals for
accurate forecasting and reporting.

Structured Handoffs:
@ Transfers critical context—success metrics, relationship status,
objections, and usage patterns—from CS to sales.

In HubSpot, this can be operationalized through a secondary pipeline, a custom expansion object,
or additional deal stages within the core sales pipeline. Workflows can trigger tasks or deal

creation when thresholds are met—like when a team hits 90% of seat capacity or a new feature is
adopted.

Revenue from expansion should be as measurable and repeatable as any other motion. If you're
relying on CSM memory or chance referrals to drive it, you're leaving growth up to luck.
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Renewal Management —
Predictability Starts With Process

Renewals shouldn’t catch anyone off
guard. Yet in many teams, they do.

The contract hits its end date, and only
then does the prep begin. Usage metrics
are pulled last-minute. Health is unclear.
Pricing questions surface with no
alignment.  The  conversation feels
transactional—not strategic. And when the
renewal doesn't land, it's chalked up to
budget or timing.

This isn't a timing issue—it's a systems issue.
A mature renewal motion starts early, runs
on defined stages, and gives teams visibility
and accountability across every phase.

In HubSpot, this can be implemented
through a dedicated renewal pipeline or a
forecast stage in the main sales process.
Tasks and prep workflows are triggered by
close date proximity. Dashboards show
renewals by segment, owner, and risk
profile. Data lives in one place, and the
process runs automatically.

Renewals are too important to run on
memory. If you want predictable revenue,
start with a predictable motion.

That motion includes:

Renewal Pipeline or
Forecast Stage:

Provides visibility into status,
owner, and close confidence
across the full book of business.

Timeline-Driven Triggers:

Launches internal prep and
customer outreach workflows at
90, 60, and 30 days before renewal.

Pre-Renewal Assessments:

Combines health scores, usage
data, support history, and
stakeholder engagement to gauge
retention risk or expansion potential.

Standard Renewal Workflows:

Defines clear steps for commercial
terms, renewal calls, and internal
reviews to ensure consistent
ownership and execution.
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Churn Analysis Reporting — Make Loss a

Learning Loop

Churn doesn't happen in a vacuum. It builds
slowly—missed signals, unclear value, weak
engagement—and ends in  a quiet
cancellation or an awkward exit survey. Too
often, that loss is reduced to a line item on a
dashboard, with no structured effort to
unpack what happened.

Every churned account holds operational
insight. But without a feedback loop, those
insights stay buried—and the same
mistakes get repeated.

A functioning churn analysis motion makes
loss review a habit, not an afterthought.

That system includes:

Defined Churn Reasons:

Uses structured categories
with enforcement rules to
avoid vague or unhelpful
open-text entries.

Consistent Input Streams:

Aggregates data from usage
trends, support history,
sentiment signals, and survey
feedback.

Segmented Reporting:

Analyzes churn by cohort,
product line, CS owner, or
reason to uncover meaningful
patterns over time.

Action Loops:

Feeds churn insights back into
onboarding, sales enablement,
documentation, and product
development for continuous
improvement.

In HubSpot, churn insights can be captured via
custom fields on closed-lost deals, ticket
tagging, or post-churn feedback surveys.
Reports can track churn trends over time,
filtered by personaq, lifecycle, and engagement
history. Churn audits become a recurring team
motion—not a postmortem scramble.

Loss is inevitable. What matters is whether your
system turns it into signal.
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Customer Advocacy Identification
— Don't Just Retain Customers.
Activate Them.

Your best customers are often your most
underutilized asset.

They've seen success, they trust the team,
and they're willing to share their story—but
only if someone asks. In most CS orgs,
advocacy happens informally. A rep
remembers a good call and tags in
marketing. A champion leaves a review by
chance. There's no system to identify, track,
or activate potential advocates at scale.

Advocacy can't be left to memory or good
timing. It needs to be operationalized—like
renewals, upsells, or onboarding.

In HubSpot, advocacy can be managed
through custom properties (e.g., “Advocate
= Yes"), filters based on usage and feedback
data, or workflows triggered by lifecycle or
engagement milestones. Sequences can
streamline outreach, and campaign objects
can track participation across advocacy
programs.

If customer marketing is a strategic motion,
CS needs to be the front line of activation.
The signals are already there—the system
just needs to catch them.

That system includes:

Clear Signals of Advocacy
Readiness:

Includes high NPS scores, strong
product usage, positive
outcomes, and engaged
champions.

Centralized Tracking:

Uses properties or lists to
maintain a live view of
advocacy-ready accounts
across segments.

Defined Advocacy Paths:

Outlines steps such as review
requests, reference calls, case
studies, testimonials, and
referrals.

Trigger Points and Outreach
Workflows:

Automatically prompt CSMs or
marketing to act when success
milestones are reached.
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Conclusion

Customer Success isn't reactive by nature—it
becomes that way when systems are missing.
Most teams don’t start with process. They start
with people. And for a while, that works.
Relationships fill in the gaps. Knowledge lives in
heads. Urgency drives effort. But over time,
those habits don't scale. They mask risk, blur
accountability, and make growth
unpredictable.

HubSpot can enable every CS motion in this
guide. But the value isn't in the platform—it’s
in the design behind it. The architecture you
define. The triggers you map. The workflows
you enforce. When the system runs cleanly,
your team spends less time catching up
and more time moving forward—preventing
churn, driving expansion, and turning
outcomes into advocacy.

Success at scale isn't built on heroics. It's
built on structure. Every motion—from
onboarding to renewals to QBRs—becomes
more valuable when it's predictable, visible,
and measurable. That's what gives you
leverage. That's what makes results
repeatable.

Start with the motions. Design them tightly.
Then let the system carry the weight.
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