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Customer churn is a challenge for SaaS companies, because they depend on recurring
revenue, and customer acquisition is more expensive than keeping existing customers.
Customer churn can be predicted with data analytics and identified with different indicators.
Customer retention strategies aim to improve customer experience and increase customer
lifetime value.

The aim of the study is to identify customer churn signals, actions to prevent churn and create
a framework for churn management in SaaS B2B companies. The research began with a
study of related literature regarding SaaS companies, customer churn and customer retention
strategies. The empirical research for identifying churn signals and actions to manage churn
were identified through unstructured expert interviews with the B2B SaaS case company.
The results of the interviews were divided into churn signals that the SaaS company could
control and those that they cannot control. The identified actions in churn management were
divided into preventive and proactive approaches for churn management. The proposed
framework for churn management process consists of identification of churn signals and
churn management actions, linking the signals with relevant actions, selecting which
customers to target so that there would be growth opportunities for customers by utilizing
data analytics, executing the identified actions and evaluating the impact of the churn
management phases to further improve the churn management.

The proposed churn management process framework was evaluated with the case company,
where it was seen as useful. The future research topics include evaluating the framework
findings based on customer journey map phases and including data analytics in framework.



TIIVISTELMA

Lappeenrannan—Lahden teknillinen yliopisto LUT
LUTin insinddritieteiden tiedekunta

Tietotekniikka

Aino Pakarinen

Asiakaspoistuman hallintaprosessin viitekehys asiakaspoistuman tunnistamiseksi ja
asiakaspysyvytti lisidvien toimenpiteiden méirittiimiseksi B2B SaaS yrityksissi

Tietotekniikan Diplomityo

2025

112 sivua, 21 kuvaa, 11 taulukkoa ja 2 liitettd

Tarkastajat: Professori Sami Hyrynsalmi, Tutkijatohtori Andrey Saltan ja Olli Nuutinen

Avainsanat: asiakaspoistuma, B2B SaaS, asiakaspoistuman signaalit, asiakaspoistuman
hallintaprosessi, asiakaspysyvyys

Asiakaspoistuma, eli churn, on haaste SaaS-yrityksille, koska ne ovat riippuvaisia
toistuvasta tulosta, ja uusien asiakkaiden hankkiminen on kalliimpaa kuin nykyisten
asiakkaiden pitdminen. Asiakaspoistumaa voidaan ennustaa data-analytiikan avulla ja
identifioida erilaisten indikaattorien avulla. Asiakkaiden pysyvyyteen tidhtddvét strategiat
pyrkivét parantamaan asiakaskokemusta ja lisiiméén asiakkaan elinkaaren arvoa.

Tutkimuksen tarkoituksena on identifioida asiakaspoistuman signaaleja, toimia
asiakaspoistuman ehkéisemiseen ja kehittdd viitekehys asiakaspoistuman hallinnalle SaaS
B2B  yrityksissd. Tutkimus alkoi kirjallisuuden selvitykselld SaaS-yrityksista,
asiakaspoistumasta ja asiakaspysyvyyden parantavista strategioista. Empiirinen tutkimus
asiakaspoistuman syiden ja hallinnoinnin tunnistamiseksi toteutettiin avoimilla
asiantuntijahaastatteluilla B2B SaaS case yrityksessd. Haastattelujen tulokset jaettiin
yrityksen hallittavissa oleviin ja hallitsemattomiin asiakaspoistuman signaaleihin.
Identifioidut toimenpiteet asiakaspoistuman hallinnassa jaettiin ennaltaechkidiseviin ja
proaktiivisiin ldhestymistapoihin. Esitetty viitekehys asiakaspoistuman hallinnan prosessille
koostuu asiakaspoistuman signaalien ja sen vastaisten toimintatapojen identifioinnista,
asiakaspoistuman signaalien yhdistimisestd oikeisiin toimenpiteisiin, niiden asiakkaiden
valitsemisesta, joihin toimenpiteet kohdistetaan niin, ettd asiakkaille avautuu
kasvumahdollisuuksia data-analytiikan avulla, toimenpiteiden toteuttamisesta, sekd ndiden
vaiheiden vaikuttavuuden arvioinnista prosessin jatkuvan kehittimisen tueksi.

Ehdotettua asiakaspoistuman hallintaprosessi viitekehystd arvioitiin case-yrityksessé, jossa
sen todettiin olevan hyddyllinen. Jatkotutkimusaiheita ovat viitekehyksen tulosten
arvioiminen asiakkaan elinkaaren vaiheiden perusteella sekd data-analytiikan
siséllyttdminen viitekehykseen.
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ABBREVIATIONS

SaaS Software as a Service

ARR Annual Recurring Revenue
MRR Monthly Recurring Revenue
B2B Business-to-Business

B2C Business-to-Consumer

CLV Customer Lifetime Value
CAC Customer Acquisition Cost
NRR Net Retention Rate

CSM Customer Success Management
ERP Enterprise Resource Planning
PMF Product Market Fit

LTV Lifetime Value

IT Information Technology
UDA Unstructured Data Analytics
SoW Statement of Work

NPS Net Promoter Score

Al Artificial Intelligence

MVP Minimum Viable Product
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1 Introduction

Software-as-a-Service (SaaS) business model has changed how businesses deliver and sell
their offerings. This shift has contributed to the rise of the subscription economy, where
revenue is primarily generated through recurring payments, which are measured either as
monthly recurring revenue (MRR) or annual recurring revenue (ARR) (Pietild, 2024). These
metrics have become key indicators of a SaaS company’s financial performance and overall

business growth.

Customer retention plays a crucial role in sustaining profitability. Retention reflects the
proportion of customers who continue their subscriptions over time, whereas customer churn
measures the percentage of customers who discontinue their subscriptions within a specific
period (SaaS Finland, n.d.). Business growth in the SaaS context depends not only on
attracting new customers but increasingly on maintaining and expanding relationships with
existing ones. This underscores the strategic importance of customer success management

and proactive retention efforts.

Since acquiring new customers is often more costly than retaining existing ones, one of the
most significant challenges that SaaS companies face is customer churn. Detecting customer
churn before it happens requires identification of churn signals and patterns that could help
predict them. Churn signals can be based on customer behaviour and engagement, such as
decrease in usage of the system or lack of solution adoption (Mehta & Steinman, 2016).
While prior research has examined churn prediction using quantitative data analytics (Calli
& Kasim, 2022; Celik & Osmanoglu, 2019; Kolomiiets et al., n.d.), there remains a gap in
qualitative research focusing on the interpretation of churn signals and the development of
actionable recommendations for churn prevention and a framework for churn management

process.

The case company examined in this study has recognized the need to better align its existing
customers’ SaaS solutions with the customers’ evolving business requirements to enhance
both satisfaction and retention. Given the strategic relevance of churn management in the
SaaS context, this study aims to investigate and identify the key indicators of churn among

Business-to-Business (B2B) SaaS customers. Furthermore, the study aims to identify actions
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and offerings that can reduce churn and to propose a framework for churn management

process in B2B SaaS companies.

By analyzing the underlying causes of customer churn, organizations can develop a deeper
understanding of early warning signs and respond actively when existing customers exhibit
similar behaviors to those who have churned in the past. Understanding historical churn
patterns can enhance the ability to predict future churn cases more accurately. Importantly,
proactive interventions must be implemented early enough to allow customers to perceive
the benefits and maximize the value they get from the SaaS product. Developing a systematic
approach for churn management process aims to help continuous improvement and

development of churn management in SaaS companies.

1.1 Research objectives and research questions

The primary objective of this research is to develop a framework for effective churn
management process in B2B SaaS companies and to identify common causes of customer

churn and actions to manage churn.

To further investigate the identification of customer churn in a SaaS B2B context and ways

to prevent customer churn from happening, the following research questions are set:
1. What signals of customer churn can be identified from B2B SaaS companies?

2. What preventive and proactive actions can be taken to prevent customer churn in

B2B SaaS companies?
3. What practices are needed for churn management process in B2B SaaS company?

These research questions support the aim of identifying churn signals and actions, as well as
helping to create a framework for the overall churn management process with related studies

and qualitative research methods.
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1.2 Limitations

The work is limited to B2B market, since the case company’s product is B2B SaaS product.
B2C cases are used in the literature analysis to compare and find information of current
churn and retention practices. B2B solutions can usually be more complex and customized
or configured for the customer due to the larger projects and monetary involvement, while
B2C SaaS companies usually only offer general versions of the service for all customers.
Study is also limited to service delivery, and not to product development or pricing of the
SaaS service. The study will not suggest new financial solutions or pricing methods. The

study is limited to internal process analysis and does not include customers perspective.

1.3 Research strategy

This study adopts a qualitative research approach to explore customer churn management in
B2B SaaS companies. A literature review on customer churn in B2B SaaS contexts forms

the theoretical foundation.

Empirical data was collected through interviews with the case company, including
professionals from the following roles: sales, customer success managers, architects,
advisors, project managers, renewals managers, and consultants. The seven interviews were
conducted during spring 2025 to examine current churn processes, underlying causes for

customer churn, preventive practices and improvement ideas for case company’s processes.

Findings from the literature and interviews were used to develop a framework for customer
churn management, which was validated with the case company to ensure practical

relevance.

1.4 Structure of the study

The study consists of the following sections. First, the introduction gives objectives and
scope for the study. The second chapter is the literature review. The first part of the literature
review consists of definition and characteristics of SaaS business models and companies.

The second part of the literature review is about customer churn in SaaS companies, which
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focuses on the definitions and analysis of customer churn, as well as customer churn reasons.

The third part of the literature review focuses on different customer retention strategies.

The third chapter of the study presents research methodology, data collection and analysis
methods. The fourth chapter presents the interview results. The fifth chapter presents the
created framework. The sixth chapter is a case study of the framework in the case company
to validate the framework. The seventh chapter provides discussion on the usability of the
results. Lastly, the eighth chapter is the conclusion of the thesis work with limitations and

points for future research.
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2 Related studies

The literature review presents the existing literature about SaaS business model, customer
churn and retention. The focus is on understanding SaaS business factors, customer churn

reasons and signals as well as retention strategies to reduce churn risk.

2.1 Characteristics of SaaS companies

In this chapter, SaaS companies’ business model, organizational structure and customer
journey map will be presented to gain a better understanding of how SaaS companies

function and what are their key differences to traditional businesses.

2.1.1 SaaS business model

SaaS differs from traditional software businesses in the delivery method. SaaS refers to a
software delivery model where the customers’ users access applications over the internet
(Buxmann et al., 2013). Unlike traditional software, which is purchased, installed, and
maintained locally, SaaS solutions are hosted and managed by the SaaS vendor, with users
paying for access rather than ownership. The initial investment in SaaS products is much
cheaper for customers, because the customer is not paying for the whole software
development and maintenance. SaaS model also allows companies to optimize their business
by selling the same software solution to multiple clients. SaaS delivery models’ key
characteristics include a subscription-based model, cloud delivery options and scalability.

(Buxmann et al., 2013)

Advantages of SaaS for the customer include not having to do operations such as installing,
maintenance and data storage, software is also updated by the vendor to the latest releases,
and the pricing model is better compared to traditional models. SaaS model’s disadvantage
to some customers is that the customer must trust the SaaS vendor to control their data, and

the internet connectivity issues. (Kittlaus & Fricker, 2017) Aslam (2023) presents how SaaS
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solutions also have benefits and challenges regarding customization. Overly customized
solutions should be avoided due to costly maintenance and unnecessary complexity.
Customization can offer possibilities to meet specific requirements and to improve customer

experience. (Aslam, 2023)

SaaS products can be either B2B products or Business-to-Consumer (B2C) products. For
example, Spotify and Netflix sell subscription-based access to their streaming services.
Subscription-based services are becoming more common, as nowadays you can subscribe
for almost everything. Subscription economy means that nowadays products and services

are not own, but subscribed to for a right to use the product or service (SaaS Finland, n.d.).

Annual recurring revenue or monthly recurring revenue is one of the most important metrics
for SaaS companies. They measure the SaaS companies business size on either a yearly or
monthly basis. (Pietild, 2024) Customer lifetime value (CLV) describes as how much
revenue the customer brings during the whole lifetime it is a customer (Downie & Finn,
n.d.). Customer acquisition cost (CAC) is the amount of money it takes to acquire a new
customer on average and is calculated by all customer acquisition costs, including for
example sales and marketing resources, divided by the number of cases that are won. (SaaS
Finland, n.d.) Typically, it is more expensive to acquire new customers than to keep existing
customers. Net retention rate (NRR) measures how much recurring revenue from existing
customers is retained or grown over a period, including upsells and expansions but excluding
new customers (SaaS Finland, n.d.). Ascarza et al. (2018) defines customer retention as
continuity and as “customer continuing to transact with the firm”. Retention is not always
monetary transaction done by the customer, but it can also be using the freemium version of

the service.

In a SaaS business the customers can be categorized by many features into different
segments. One way to categorize customers is for interaction based on the coverage model
types. High touch customers are interacted with more personally, for example phone calls,
whereas low touch customers are contacted via automated messaging. More time may be
reserved for having strategic discussions with high touch customers. High touch customers
can be more strategic customers, such as large enterprises, that require customized and
personalized engagements from the SaaS provider. Strategic customers bring in large
revenue potential and usually have own dedicated customer success manager. Tech touch

customers are lower revenue customers, which are managed more automatically and with
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less personalized human interaction. Strategic customers are higher in value, so they are
managed more manually with a personal interaction, while tech touch customers are mainly
interacted with by more automated methods. Low touch customers combine both tech touch

and strategic customer approach. (Mehta & Steinman, 2016)

2.1.2 SaaS customer journey map

Customer journey maps help to illustrate each touchpoint that the company has with a
customer. This can help understand the customer’s point of view for interaction from the
beginning of the purchase process to the renewal of the service. Each touchpoint is a
possibility to win or lose the customer. The perspective of the customer’s motivation or
frustration can help to improve on how it feels and looks from the customer perspective.
Customer journey map involves elements of customer persona, steps, customer’s desired
outcomes from the experience, the direct touchpoints with the company, and moments of

truth, which determine if the customer becomes a success or a failure. (SAP, 2022)

Study by Lemon & Verhoef (2016) divides customer stages into pre-purchase, purchase and
post-purchase phases (Figure 1). Pre-purchase stage includes behaviours such as
consideration. Purchase stage is the purchase activities such as ordering and payment. Post-

purchase stage includes consumption, usage and engagement.
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2.1.3 Organizational structure of SaaS companies

In this chapter, the organizational structure of SaaS companies will be presented to better
understand whose responsibility it is to take care of customer churn, retention, and
satisfaction. SaaS organizational structure consists of multiple different departments that

work cross-functionally together to present a coherent customer experience.

Study by Aleem et al. (2019) presents the guidelines for SaaS companies’ organizational
structure in Table 1. Key factors presented in the study are change management,
organizational learning, organizational structure, and roles and responsibilities.
Organizational structure guidelines include that the roles and responsibilities should be well

defined and documented in the organization for both individuals and groups.

Table 1. SaaS company’s organizational guidelines (Aleem et al., 2019)

Factors Guidelines
Change 1)  Organizational change management is considered complementary for project management.
Management 2)  The plan for any change in project is well communicated to all members of the project.
3) Effective Communication during change management helped to prevent resistance to change.
4)  Organizational changes cover the requirements of the targeted SaaS market segment.
5 The organization understands the impact of change management on the performance of the
organization in managing SaaS application projects.
Organizational 1) Organizational learning moderated the relationship between managerial ties and opportunity capture.
Learning 2)  Organizational learning is considered important for resource management of new ventures in SaaS
industry.

3)  Organization learned from its past experience and lessons and avoids making mistakes again and gain.
4)  On new technological advancements, training programs are arranged by organization for employees.

Organizational

Structure 1) Roles and responsibilities of individual and groups are well defined and documented in the
organization.

2 A strong and open communication channel among various entities of the organization is present.

3}  The organization’s strategic plans define how it will achieve the technological capability to
successfully adopt the new technological advancements for SaaS applications.

4 Organization structure have optimum ratios of supervisors/managers to subordinates.

Roles and 1) The customer success manager role bridges the gap between sales and support.

Responsibilities 2)  Excellent customer success managers are also instrumental in helping the sales team close deals

with complex or not easily demonstrable requirements.

3) New Customer Onboarding is the most important tasks any customer success manager plays

4) The Growth Manager function typically lives at the intersection of marketing and product
development,

5) By focusing more on lead qualification, Sales Development Representative plays a crucial (and often
missing) role in the sales and marketing of an organization.

Study by Aleem et al. (2024) presents a maturity assessment model for organizations’ current

SaaS development methodology through a questionnaire, performance scale and rating. The
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questionnaire evaluates the organization’s maturity. (Aleem et al., 2024) To improve the
SaaS organization, a maturity assessment model can be used to analyze the current state of

the organization.

SaaS company usually consists of different departments, such as sales, legal, services,
marketing, and support. Customer-facing departments in a SaaS company include customer

success management (CSM), marketing, sales, support, renewals and services.

Definition of customer success manager is an operational role, whose target is to advocate
for the customer and coach them on how they can fully benefit from the product or service
they have purchased. Customer success managers are part of post-sales phase of the project.
They work proactively to help customer utilize the value of the service. Customer success
manager’s key activity is tracking customer health, which tracks customer quality, product
or solution usage and customer value realization (Hochstein et al., 2023). Customer health
means how the customer sees the company and how the customer is using the solution.
Customer health is an indicator of the direction where the customer is going, so whether the
customer likely to churn or retain. Hochstein et al. (2023) divides customer health into three
sections: evaluation of the quality of the customer relationship, the customer’s product

usage, and the ongoing value the customer continues to gain from the vendor.

Mehta and Capote (2024) emphasize that the key features of customer success are
proactivity, personalization, and prediction. These dimensions highlight the shift from
reactive support to a proactive and data-driven approach to managing customer relationships.
CSM aims to increase customer value and value that the customer gets from the system.
(Mehta & Capote, 2024) Digital processes allow customer success managers to automate
tasks and focus more on the value generating tasks which require a human interaction.

(Mehta & Capote, 2024)

According to Mehta & Capote (2024) customer success management has transformed from
trying to reduce customer churn into a function which focuses on growing revenue though
ensuring that customers achieve business goals with the product. Customer success can fit
in different parts of organization. Customer success can be a separate team that fully
dedicates to the customer success activities, if the company sees the need and has the
resources for it. (Adams, 2020) Study by Aleem et al. has defined that the customer success
manager is bringing together the sales and support (Aleem et al., 2019).
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Sales are responsible for selling manageable expectations to the right-fit customers. Sales
organization can be structured by the region, industry, products or services, or new and
existing customers (Buxmann et al., 2013). Key account managers’ core task is to be

involved in customer’s strategic planning (Buxmann et al., 2013).

2.2 Customer churn in SaaS companies

In this chapter the definition of customer churn, reasons for customer churn and churn

management methods and process are presented.

2.2.1 Definition of customer churn

Churn is defined as the customer quitting or lowering the use of the service in a certain time
period (SaaS Finland, n.d.). Customer churn is usually analyzed by calculating the number
of churned customers and the churn rate, which is the percentage of churned customers out
of all customers. Churn rate is percentage of recurring revenue lost over the annual or
monthly period because of loss and contraction. Logo churn measures the number of lost
customers over period of time compared to number of customer at the beginning of the time
period (Pietild, 2024), while partial churn means that the customer lowers the revenue that
they bring in, even when the customer does not leave, such as returning unused licenses,
product churn, or customer negotiating discounts due to challenges. (Mehta & Steinman,

2016)

Deliberate churn means customers churn voluntarily, because of dissatisfaction or not
needing the system anymore. (Rudd et al., 2021) Deliberate churn is something that the
companies can prevent by paying attention to customer satisfaction and making their product
or service more appealing than competitor’s product or the option of doing nothing.
Incidental churn means that the customer churns due to reasons which are out of their control
(Rudd et al., 2021). In business context, this can usually mean that if a parent company stops
the use of the system, then also the subsidiaries must quit. Other reasons for incidental churn

can include financial state of the customer.
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In Figure 2, the process of experiences that the customer feels before churn happens is
described. Funnel to churn opens with pre-churn phase, where the initial problems or
circumstances start the experience. Root causes mean interactions that build frustration,
whereas tipping point is set of events that make customers prone to churn. Final trigger to
churn is what leads the customer to churn. Post-churn process includes the interactions that
affect the likelihood of customers returning as a customer. This funnel represents how
customer churn is not due to single event, but a series of multiple episodes. (Springer et al.,

2016)

Circumsiances that open the funnel, such as
poorly set expectations during the sales process
or a latent installation problem

Pre-churn

Root causes Interactions that build frustration

One or more events that predispose a customer to churn

Final trigger Event that triggers the decision to defect, such as o move within a service area,

a competitive marketing brochure or o recommendation from a friend

Post-churn Interactions with the company that make customers more or less likely to refurn,
such as the equipment return process or markefing materials

Figure 2. Steps that happen before customer churn (Springer et al., 2016)

2.2.2 Reasons for customer churn

In this chapter the reasons for customer churn are discussed, so why the customers want to
discontinue service or product use because of dissatisfaction. These reasons can help identify
signs of potential churn cases. Sometimes the churn reason is not customer’s choice. Study
by Braun & Schweidel (2011) proposed how the likelihood of churning for different reasons
varies overtime and across customers, for example controllable or uncontrollable reasons of
churning. In the study it was found that a competing-risk model can be used when the
heterogenous patterns for churn are interesting for management. The study also found that

single-risk, duration models only find the time until the customer churns. So, for managerial
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interest in churn reasons, the competing-risk model is better. Overall, it is important to notice

which churn reasons are controllable by the company, and which are not.

Customer and vendor have a natural tendency to drift apart from each other (Mehta &

Steinman, 2016). Below, in Table 2, are the reasons why customers churn, what are signs of

those reasons and what could be done to prevent these risks from happening.

Table 2. Why customers churn and how company can react (Mehta & Steinman, 2016)

Reason to churn

Signal of the churn

Actions to take to prevent churn

Financial  return  or | Decrease in usage or inactivity | Use CSM team to define customer’s goals

business  value  not | after signup and guide through adoption phases to get

realized time to value. Guide to expand the use of
products.

Stalled or prolonged | Customer does not get the | Provide quicker time to value by getting

implementation solution to operational | customer journey started. For example,

production deploy smaller phases that get the customer

using product at a subset first.

Loss of project sponsor or

power user

Cannot reach customer’s project

owner/sponsor

Make sure more than one person in the
customer’s organization knows how the
solution works by offering training. Keep
relationship ~ with  customer’s  top-
management in case key user or champion

leaves.

Low rate of product

adaption

Customers are not using the
product or there’s a decline in

usage

Assess customer’s business needs and
guide the customer through customer
journey map. Cover more functionalities to
make the product stickier and harder to

replace.

Acquisition of company

that uses different

solution

Customer is being acquired, or
leadership is changing system to

another solution

Try to present the value of product and

solution to the new company and

leadership.

Lack of product features

Customer is asking for more new
features or more aggressive

pricing

Communicate the positive vision of the

product to customers. Get customer
feedback about product direction. Work
internally with product management to

share customer feedback.

New leadership driving

shift in direction or

strategy

New leadership asks for request
for proposal (RFP) or solution

evaluation process, because they

Offer to provide an overview of product and

value proposition. Reinforce value received




24

might have strong opinions and
biases about previous products

they have used.

and opportunities to get more ROI from

extended capabilities and usage.

Customer affected by
poor product quality or

performance issues

Customer support tickets or

escalated cases have increased.

Set an alert for when customer goes above
certain number of support tickets and offer
solutions in time and update customer about

progress.

Your product is not the

right solution

Customer’s understanding of
core product capabilities is not
accurate, or customer keeps
asking for features that are not

part of the core product features

Educate sales team about the use cases and
ideal customer experience to avoid selling
to the wrong customer. Help with sales
support and teach services team to
recognize ways to offer alternative ways to

solve customer’s business requirements.

The human factor

Customer may give negative
feedback about team member

directly or indirectly.

Determine whether to fix the relationship or
replace a team member to avoid further

negative effects on resources.

Study by Momoh et al. (2010) found excessive customization, dilemma of internal
integration, poor understanding of business implications and requirements, lack of change
management, poor data quality, misalignment of IT with business, hidden costs, limited
training and lack of top management support to be critical factors in the case of Enterprise

Resource Planning (ERP) solution implementation failures.

Online usage patterns, such as login numbers and project numbers, can indicate customer
churn in a SaaS company and model can be used for SaaS companies to identify most
significant software features to be able to make more effective marketing campaigns (Yizhe
Ge et al., 2017). Other factors that affect customer experience and lead to churn risk include
bad usability and end-user experience. Usability testing should be considered as one reason
why customers might churn. If a product is good but it is not simple and used by the end
users, then the product is not useful and does not generate any value for the customers. Study
by Majumder explores the UX design, customer retention and conversion rates in mobile
apps and that it is important for customer retention for the app to be easy to navigate, visually
appealing and performance optimized (Majumder, 2025). Good design can improve end user
experience and retention rate. MIT market research found that too many features might cause
dissatisfaction and that the features that attract new customers might be different that those

that help retain current customers (Hamilton et al., 2016). It is important to know which
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features are to gain and to retain customers. Some long-time customers do not want to see
their favourite or essential features discontinued, which is then product management’s task
to prioritize which tasks to keep and develop and which to discontinue at a risk that some

customers want to use it.

The current literature on customer churn reasons is missing more studies on reasons leading
to customer churn and analytical studies of impact of certain churn signals or their severity

or at which customer lifecycle phase the signals are more alarming.

2.2.3 Churn analysis method and targeting relevant customers

In research, machine learning algorithms have been studied a lot to compare the best methods
to predict which customers are likely to churn. Study by Celik & Osmanoglu (2019) found
that deep learning models are good. Study by Kokomiiets et al. found that the optimal result
for predicting customer churn was by using random forest in the case of B2B software by
subscription IT companies (Kolomiiets et al., n.d.). Systematic literature review by Mamun
provides academic and practical usage for customer retention strategy and management
(Mamun, 2025). The study found that ensemble models, especially gradient boosting
machines and random forests, performed best across multiple industries and datasets. These
two models were found to be most adaptable and reliable due to lower risk of variance
despite the size of samples or industry. Study by Calli & Kasim (2022) about B2B SaaS
churn prediction in the case of ERP company, shows that random forest gives best accuracy,

while decision tree is the second most accurate compared to other models tested.

Next, different ways to focus, target and analyse which customers should be targeted are
presented. Companies need to make separate retention strategies for customers depending
on if they are involuntary or voluntary churning, to make the strategies more efficient (Park
& Ahn, 2022). This was also seen by Tamaddoni Jahromi et al. (2014), whose study
highlights the importance of distinguishing churners and non-churners when targeting
customers with incentives, because when sending incentives to non-churners instead of
churners, it increases the risk of the churner. If the non-churner is targeted, it is a waste of
resources. In B2B context this is important, because average value of customers is higher
than for B2C. Data mining models can help B2B companies to identify churners and because

of that, it is possible to create better retention campaigns. Targeting customers who are
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potentially at churn risk, can increase revenue, when the churners with highest potential are

targeted. (Tamaddoni Jahromi et al., 2014)

It is recommended that customers who are at high-risk of churn should not be contacted
before a successfully proven engagement plan about understanding customer inertia is in
place (Mitchell, 2020). Customer inertia means that customers have tendency to stick to the
same service or product out of convenience or habit, and not because they are actively
thinking about wanting to be customer of said service or product. This is also seen in a study
by Ascarza et al. where it was noticed that interrupting customer inertia makes the customer
aware of alternative options and prompts the customer to look up other solutions, which
increases churn (Ascarza et al., 2016). The study uses customers and telecommunication
service case to study how customers change plans. The telecommunication industry differs
from the B2B SaaS IT solution industry due to size of products and resources needed for
switching service. For example, it is easier to change phone plan as a consumer, than as a
company changing their IT service provider. It would be interesting to study the customer

inertia in the case of B2B SaaS customers.

Churn preventing actions and interventions should not be targeted at all customers. Study by
Ascarza (2018) categorizes the possible churning customers into those that are at risk and
those that should be targeted as they are different groups and should be reacted to differently.
The focus to target customers should be on customers that likelihood of churning will
decrease in response to intervention actions (Ascarza, 2018). The study is general and does

not focus on B2B SaaS IT industry.

Predictions of churn in contractual settings include customer satisfaction, usage behavior,
switching costs, customer characteristics, marketing and social connectivity. Social
connectivity means the network effects of using a social network, where the customer gets
more value if more people are using the same service. (Ascarza et al., 2018) For SaaS
companies, social connectivity could be impact of churn if the service is not used for example
in sister companies too, which can lose the purpose of the service and make the customer

more likely to churn.
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2.3 Customer retention

There are multiple different ways to try to retain customers. Customer success management
activities, customer loyalty and customer retention strategies are presented in this chapter as

methods to increase customer retention.

2.3.1 Customer loyalty

Attitudinal loyalty means that the customer is loyal because of the emotional connection to
the brand or product (Mehta & Steinman, 2016). The love for the service is high, so the
customer is willing to pay a higher price and promote it, because they enjoy it so much.
Another type of loyalty mentioned by Mehta & Steinman (2016) is behavioral loyalty, which
means that the customer is loyal because they need the service or it is simply the only
convenient option available. Vendor should focus on building a product or a brand that the
customers love so much that they do not want to get rid of it, but building a reputable brand

or such a lovable product requires a lot of resources.

Study by Kaiser et al. (2020) presents a framework of initiatives, which was adopted from
the Kano model, that help build customer loyalty during the customer service from start to
finish. These are divided into musts, wants and exciters and they describe which actions at
each point of the projects increase customer loyalty and satisfaction. The framework
provides actions that services organizations in a SaaS vendor can use at each interaction with
the customer to make the customer more excited and feel more appreciated. The Kano Model
consists of features based on their prioritization levels, from fundamental basic must-have
features, to performance features which increase satisfaction, to the unexpected delighter
features, that increase the satisfaction significantly, when these features are present (““What

Is the Kano Model in Product Management?,” n.d.).
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Figure 3. Musts, Wants and Exciters describe the priority of actions and services provided for customer

Customer loyalty programs help with retention, but the loyalty should not only be financial
but also include affective components. Only monetary incentives do not promise long-term
retention, so other than financial incentives there should also be others, such as psychological
factors. Key factors for a loyalty program include attitude, satisfaction, trust and

commitment. (Hofman-Kohlmeyer, 2016)

Attitude

Commitment Satisfaction

Figure 4. Factors related to loyalty

Study by Naumann et al. (2010) questions the customer loyalty as the reason for retention,
because in their study they found that satisfied customers would still change their provider
for better pricing and for better service (Naumann et al., 2010). Loyalty cannot be simply
measured based on the customers’ satisfaction, because even satisfied customers are willing

to switch for a better deal.
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2.3.1 Key retention strategies

Different strategies, actions and initiatives can motivate customers to remain as customers.

In this chapter different retention factors are presented.

Customers are more likely to renew IT service, when they are using a wider range of services
(Wangenheim et al., 2017). This can mean that expanding the products and services for
customers makes it more likely that the customer finds the solution integrated into their

systems and is likely to continue using them.

Study by Ascarza & Hardie (2013) about the connection between usage and churn in
contractual settings found that there is a positive relationship between the commitment
(derived from renewal and usage patterns) and tendency to attend other events from the
organization. If there are changes in customer usage of the system, it could be a sign of
retention or churn. For example, if customers are significantly decreasing the use of the
system, they might be thinking of churning. On the other hand, if the usage increases, that
could be a sign of upselling opportunities. Usage analysis can help to predict customer
behaviour. The proposed model can be used to segment customers based on commitment
and to find the stages that the customer goes through before churning. These stages, “paths
to death”, in the study were walking death, sudden death and slow death. The study found
that the customers who cancel the contract at the end of the first year were already in the

“dead” stage of commitment for months before they churned. (Ascarza & Hardie, 2013)

Study by Schleskser (2023) found that intangible relationships factors are essential to a
customer’s intent to renew a SaaS subscription. The study recommends that SaaS companies
focus on social and technical elements in customer relationships, if they want to increase

retention (Schleckser, 2023).

Gartner predicted that in 2025 75% of companies are going to break up with bad customers
(Panetta, 2021). Breaking up with bad customers means that it is not worth keeping up or
selling to a customer that is a bad fit for the company because it is costly to customize
configurations for a customer that is otherwise already not a good fit for the product. It is

more worth finding customers that are good fit, than keeping up with bad fit customers. This
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why it is important to sell to the customer who is in the company’s Product Market Fit
(PMF), because an un-fit customer takes resources from customers that have better chances
of higher lifetime value (LTV). Unfit customer might want to align the product features to
fit their specific use-case and that can drive the product away from the original core idea.
Pre-sales phase is a when a lot of churns could be predicted, by selecting only the customers
that fit the product and have a potential for high customer lifetime value. (Mehta & Steinman,
2016) One solution to selling to different kinds of customer segments is to create different
industry solutions of the product that are easily modifiable for customers within the same
segment. For example, creating a module for financial industry customers makes it easy to
sell for other customers in the same segment, without having to configure or customize an
entire new solution. Selling to the right customer includes aligned business views from sales,

marketing and go-to-market. (Mehta & Steinman, 2016)

In Figure 5 is the framework for customer retention strategy by Ascarza et al. (2018). The
figure consists of the overall marketing strategy, which must fit with the retention strategy.
Retention strategies can also consist of multiple different strategies at the same time, some

of which can be predictive and some proactive.

| Strategy Integration ‘
A

| Multiple Campaign Integration ‘
A

I Single Retention Campaign I

‘When do

// we target?

So What
did we
gain?

Who is at Why at Who do

Risk? Risk? L we target?
With
‘What

incentive?

A

Data / Methods |

Figure 5. Managing customer retention framework (Ascarza et al., 2018)
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Retention strategies through customer education are presented in the Customer Education
Playbook by Quick and Kelly (2022). Educating customers is important in subscription
economy, because if customers do not get to know how to effectively use the product, they
are not getting value. Customer education is a growing field, which focuses on teaching
customers the right things at the right time to increase customer’s perceived value from the
product and to make customers advocate for the product as long-term satisfied customers
with successful adoption. Quick and Kelly (2022) recommend 25 per cent of training to be
free and 75 per cent to be paid. Education strategy means valuing what and when to give
free content. Customer education portfolio includes for example academy, in-product
education and community. Identifying the correct format of education is also part of
education strategy based on the target audience, project type and product complexity.
Education format can be anything from virtual instructor led training to video content.

(Quick & Kelly, 2022) Maturity model for analyzing the education level is presented in

Figure 6.
Value delivered by learning program
increases with maturity
GROWTH [IGETAIS] uild digital i Personalize 1 Deliver i Pioneer
RIS with training ‘oundations : learning i business | best-in-class
backlog : ! impact ' customer
i i learning
Primarily live training Learning platform Persona-based Quantified Harnessing
eases onboarding hosts on-demand learning makes it performance gains emerging tech
and increases offerings for easier to find, digest, from learning drives a8 quantum
likelihood that highest-frequency and apply in an make the case leap in learning
customers achieve learning needs individual's moment for investment experience
their goals of need in innovation
Person-to-person Success, support, Content Focus on internal Market-facing
interactions build and learning teams effecti and learning offerings
relationships and are freed to work dashboard allows external community strengthen
surface account- more strategically efficient improvement broadens value ownership of your
specific needs work delivered categery
oy + + +
TYPICAL Support deflection * Success, support +« NPS « Net new revenue « Education
PERFO;:‘?;EE « Adoption productivity « Time to value « Cost to acquire qualified leads
IMPACTED « Onboarding time « Retention « Advocacy

Figure 6. Customer education maturity model (Quick & Kelly, 2022)
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Unstructured data analytics (UDA) can be used in customer retention to optimize activities
by using structured and unstructured data from customer touchpoint interactions.
Unstructured data means that it does not have a predefined data model and has no identifiable
structure. It can be, for example, audio, video or text. Unstructured data analytics can target
the most valuable customers with retention activities to optimize the losses by analyzing the
customer’s behaviour and sentiments through all touchpoints. Segmenting customers based
on their purchase habits, behaviour and desires can decrease churn by helping to find out
which customers are at risk when using text analytics. UDA also can used in predictive

analytics to increase its power through better anticipating customer behaviour. (Isson, 2018)

Figure 7 presents the critical success factors for ERP adoption and a technology acceptance
model, which include vendor selection, project management, top management support,
change management, effective communication, knowledge transfer and information and data

quality. (Turulja et al., 2024)

P B
Top
Management
Support
Project Change
Management Management
A
Effective
vendns ERP Adoption Communica
Selection y P tion Perceived
Perceived Ease Critical Success Factors Usefulness of
of Use of ERP ERP
Information Knowledge
Bronaty Transfer
Quality
Behavioural
. 3 Intention to Use & g
ERP
Actual use of
ERP

Figure 7. Technical acceptance model and critical success factors by Turulja et al. (2024)
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2.3.1 Churn management process

In this chapter, different processes for churn management are presented.

Churn management framework by Ghorbani & Taghiyareh (2009) begins with
understanding churn reasons, finding appropriate data, data processing, feature selection,
prediction algorithm, evaluating the prediction model, customer parameters, such as CLV,

and management of the proactive campaign to retain potential churning customers (Figure

8).

l Churn Causes Analysis I

v

Finding appropriate data Preprocessing
|—>| Feature Selection
l—{ Prediction algorithm H
_| Retention Campaign I | Model
A 4

| Customer Parameters I

Figure 8. Churn management framework structure by Ghorbani & Taghiyareh (2009)

According to Ward (1999), a typical project risk management process consists of nine

phases:
1. Define — obtain a clear, shared understanding of the project.
2. Focus — obtain a clear, share understanding of the risk management process.

3. Identify — obtain a clear, common understanding of threats and

opportunities.

4. Structure — test simplifying assumptions, provide more complex structure (if

necessary).

5. Ownership — clarify allocations of ownership and management

responsibility.

6. Estimate — understand which risks and responses are important.
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7. Evaluate — diagnose important difficulties and examine implications of

different responses.

8. Plan — produce a project base plan and associated risk management plans.
9. Manage — monitor and control progress, develop plans on an on-going basis.
(Ward, 1999)

In the study by Ljubici¢ et al. (2023) the churn management process was described based on

two actions, identifying possible churning customers and targeting those identified

customers (Figure 9).

NEW
CUSTOMERS

CUSTOMER

PREDICTION !
PROCESS

! CHURN ;

; RETENTION !
CAMPAIGN .

ACTUAL
CHURNERS

ACTUAL
NON-CHURNERS

Figure 9. Schematic churn management process by Ljubi€ic et al. (2023)

Critical success factors for business process management identified in literature and
validated with experts’ opinions include for example support of top management, aligning
goals and targets to strategic planning, clear and defined responsibilities, continuous

measurement and monitoring (Castro et al., 2019).

The current literature lacks overall general framework for churn management process for

B2B SaaS companies.
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2.4 Summary on research gaps

Although customer churn and retention have been widely discussed in previous research, a

few gaps remain in existing literature.

1.

Existing studies often emphasize algorithmic and model-based approaches to
predicting churn, yet they provide limited insight into identification of the

specific signals and organizational factors that lead to churn.

Literature regarding retention and targeting of customers is not specifically

in B2B SaaS context.

Literature lacks comprehensive theoretical frameworks for churn

management as a process, particularly within B2B and SaaS contexts.

This study addresses these gaps by examining churn management as a process in a B2B SaaS

setting. This study aims to identify concrete signals and underlying reasons for customer

churn in a B2B SaaS case company and to contribute to the development of a more practical

and context-specific understanding of churn management.
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3 Research methodology

In this chapter, the research methodology is presented. First, the research approach is
presented. Second, the data collection methods are explained and thirdly, the data analysis

methods are explained. Lastly, the framework creation process is presented.

3.1 Research approach

Grounded theory is a method that aims to create a new theory based on empirical data
analysis. Data analysis is the core of grounded theory process. Different types of materials
can be analyzed in grounded theory, such as interviews, pictures, maps or documents, which
help to understand the researched phenomena. (Airaksinen, 2021) Grounded theory builds
general ideas from data to theory (Marshall et al., 2022). The aim of this study is to create a
framework to identify reasons and signals implying possible customer churn in SaaS B2B
companies. On top of identifying the signals of churn, also the suggested actions to prevent

churn and to proactively increasing retention will be gathered.

Case study is a research method, where the research design focuses on studying one
phenomenon or small selected cases. The case can be, for example, an organization, process
or a group. (Vuori, 2021) In this study the case is a B2B SaaS case company and its churn

management methods.

Gustafsson (2017) studied the differences between multiple and single case studies. Benefits
of single case study include, that they do not require as much time as multiple case studies.
Single case study offers possibility to have a deeper understanding of specific subjects.
Multiple case study can analyze data within the situation, but also across the different
situations. (Gustafsson, 2017) In this study, the case study focuses on one case company,
which allows for a wide range of perspectives on the topic of customer churn within the case
company’s organization, whereas multiple case companies might have offered perspective
of the same organizational role in different case companies. Multiple case companies would

offer a wider perspective on churn on a higher level within the B2B SaaS industry. Because
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the study is performed as single company case study, the focus of the empirical findings is
on the challenges of the specific case company. The case company was selected based on
access to relevant data, interview participants and current internal processes relevant to the

research topic.

Relevant studies were found on the topic as background knowledge. Related studies were
used to help prepare for the interviews and to create a general framework of churn
management process. Related literature was searched from Google, Google Scholar and
Primo academic library. Relevant studies were found by using key words such as B2B, SaaS,
customer churn, churn prediction, churn reasons and signals, customer retention, retention
strategies, customer success management, SaaS business model, SaaS organizational

structure, customer journey map, customer loyalty.

The qualitative study is based on inductive content analysis, which means that the codes are
developed from the data. This is why data collection and analysis are core phases in
qualitative research. (Giinther & Hasanen, 2021) Qualitative research process is presented

in Figure 10.

> Research plan >Literature revew>> Data collection > Data analysis > Reporting >

Figure 10. Qualitative research process adopted from Giinther & Hasanen (2021)

The research methodology was qualitative interviews. Interviews were used to get a wider
picture of the current customer churn prediction methods, the currently identified reasons
for customer churn and the future aspects that should be considered to increase customer

retention in the case company. The interview process is described in Figure 11.

Background study Formatting questions >>Open interviews > Transcription > Anonymization > Coding > Data analyss>

Figure 11. Interview process




38

Structured interview is for example a quiz or a survey with pre-selected questions in the
same order for all participants. The purpose is to lessen the impact the interviewer may have
on how the questions are presented or by the interviewer’s own opinions. Semi-structured
interviews are less strict with the questions and their order. Semi-structured interviews
include focused interviews, which go through the same themes and topics, but the structure
and questions can change depending on who is being interviewed and the flow of the
conversation. In unstructured interviews the form and the order of the questions is up to the
interviewee, and the interview is more like a conversation than a strict question-answer
format. Unstructured interviews are also called open interviews. (Ruusuvuori et al., 2005)
Unstructured interviews are analyzed by the themes and topics that come up in the
interviews. Because the interviewer cannot know what themes the interviewees will bring
up, the themes which the researcher thought would be relevant might change. (Hyvérinen et

al., 2017)

Expert interviews are usually unstructured interviews. Expert interviews are conducted
because of assumed knowledge that the experts have on the topic that is being researched.
When conducting expert interviews, it is important to do a thorough background research on
the topic and present the research also as an expert, because experts tend to simplify their
explanations if they think they are talking to someone who is not an expert in their field or
on the topic, although sometimes pretending to not know something might provide more
detailed information. (Hyvidrinen et al., 2017) To prepare for the research, the case
company’s organizational structure and current customer success and renewals processes
were studies by interviewing the managers of the respective departments to know which
tools and practices are currently in use. This background work was done to gain more
understanding of the customer success and renewals departments. The background
interviews helped to gain understanding of the overall situation of customer churn and design

the interview questions.

The research method selected for this study is unstructured interviews, because the purpose
is to study the internal employees’ perspectives and expertise on the topic of customer churn
to format a framework. Unstructured interviews allow all interviews to cover the same topic
but make them adaptable based on the employee’s role and background to customer churn.
Different roles participated in the interviews to get a boarder picture of how the customer

dissatisfaction before churning was noted. Interview as a research methodology aims to gain
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deeper understanding of individual’s subjective perspective rather than general opinion of
the public, which is why interviews were selected as research the method to gain

understanding through the expertise of the case company’s professionals.

3.2 Data collection

The interviews consisted of 7 participants in the case company (Table 3). The business
functions and the roles were selected, because they have the best understanding of either the
practical understanding of solutions and working with customers to develop them or the
business role such as sales or renewals, who understand the business needs of the customer.
The roles were selected because they are customer-facing or because they work either to

decrease churn or improve retention. The interviews were held in April 2025.

Table 3. Background information on interviewees

ID Title Duration

Int1 Principal solution architect 57 minutes

Int2 Service manager 1 hour 2 minutes
Int3 Sales director 52 minutes

Int4 Technical advisor 38 minutes

Int5 Customer success manager 59 minutes

Int6 Senior project manager 38 minutes

Int7 Renewals director 49 minutes

All interviews were conducted online on Microsoft Teams. Test interviews are
recommended to test out the interview questions, such as how to format them to allow open
conversation, how to be an active listener and to check the clarity of the questions (McGrath
etal., 2019). One test interview was conducted to test the clarity of the questions and themes.
Based on the feedback, a PowerPoint slide of the questions was created to help interviewees

visualize and remember the questions and themes during the interviews.

Interviewees must be informed about the interview since it collects and analyses personal
information. The contact information of the interviewer, interview’s purpose, interview’s
place, time and recording, voluntariness as interviewee as well as confidentiality and parts

of the interview being in the research should be informed to the interviewee. (Hyvérinen et
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al., 2017) Interviewees were sent a Teams invitation to the interview, which explained the
purpose of the interview, recording policy and confidentiality. The invitation email prepared
the interviewees for the topic and explained why they were selected as interviewees, so that
the interviewees understood what would happen during the interview. The same practices

were explained at the beginning of each interview.

Recording the interviews is common and helps to revisit the interview when making analysis
and to help to remember the interview. Sometimes the interviewer and analyzer are not the
same person, so recording allows a lot of benefits. Recordings help to notice new aspects
from the interviews, for example if the interviewee was hesitant to answer questions and
how the interviewer reacts and acts in the interview. (Ruusuvuori et al., 2005) The interviews
were recorded and rewatched to make transcription and to remember the discussions. The
language of meetings was set to Finnish to enable better automatic transcription by Teams.

The Teams transcription was checked manually to match the video.

Transcription accuracy depends on the purpose of the interview. When studying the
relationship between people or emotions, the intonations are important, but when study’s
focus is only on the what is being said, then the transcription detail is not as relevant
(Ruusuvuori et al., 2005). The transcriptions were made to be focused on the content of the
speech, not the style of the speech, because the study focuses on the content, not the

relationship between the interviewee and the interviewer.

The interview general questions are in Appendix 1. The results and the contents of the
interview are presented in Chapter 4. The aim of the questions was to lead the conversation
to first point out the areas which the interviewee found as reasons for customer churn and
then based on what the interviewee saw as churn reasons, it was talked about more how that
specific risk could be decreased. This helped to gain better understanding of the churn
reasons and also how they could be avoided with actions. The questions also asked directly
about the improvement of the case company’s internal processes to decrease customer churn.
The questions were formatted to also put focus on the role of the interviewee, because they
could best answer from their own perspective and processes as they are already familiar with

them and can better see the points of improvements in those internal processes.

The interviewer should talk less and listen more, so that they do not drive the conversation

in a specific direction or influence the interviewee’s thought process (McGrath et al., 2019).
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It was encouraged to have an open relaxed conversation, but it was mostly just the
participants speaking, since the interviewee didn’t react to the answers much so that the

interviewer’s own bias wouldn’t lead the conversation.

3.3 Data analysis method

The data analysis process started by anonymization of the transcriptions, so that the personal
identifications of the interviewees were not available in the transcriptions. Anonymization
methods include replacing, which means changing the identification for a pseudonym. In the
analysis the names of the interviewees and the customers mentioned were changed. Deleting
as anonymization method is for example deleting the contact information of the
interviewees. Categorization means generalizing the information, for example instead of
naming the specialization field of the customer, the general industry is mentioned instead.
(Hyvérinen et al., 2017) The names of customers, projects, products and other people
mentioned were also anonymized to ensure the privacy of the customers and the case

company.

Qualitative analysis does not have a clear structure or guidance on how it is performed.
Qualitative data analysis method can be realistic, where the focus is on what is said, or it
could be more focused on the social construction as how things are said and how they are
understood to have impact on people. (Giinther et al., 2021) Because this study’s aim to
gather understanding of the practices of churn management, the selected method is a realistic
approach, as to the study it is more interesting and meaningful to note what is said by who,

instead of the social interactions or their impact during the interview.

Qualitative data analysis for the interviews was done by coding. Coding in qualitative
analyses allow for organization, generalization and interpretation of the data (“The Essential
Guide to Coding Qualitative Data,” 2024). Before starting the analysis, it is necessary to
determine the unit of analysis, which is the segment of text to be examined in context. This
unit could be a word, sentence, paragraph, or even a theme. Selecting an appropriate unit of

analysis is important because it ensures that codes can be easily compared and categorized
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to each other. In qualitative analyses, the unit of analysis is typically a theme. (Zhang &

Wildemuth, 2009)

Coding of qualitative data can be inductive or deductive. Ground up method is an inductive
method, where the themes are first grouped from the data and then the themes into codes. In
this method, there’s no predefined codes, but they are extracted from the data. Deductive
coding in qualitative analysis means top-down coding, where first a codebook is created, and
then pre-defined codes are applied to relevant passages, words, or phrases. In practice, it is

common to mix both methods. (“The Essential Guide to Coding Qualitative Data,” 2024)

Nvivo program and Excel were used to code the themes from the interview transcriptions.
Both inductive and deductive methods were used. First, the ground up method was used to
find codes and themes from the data by marking each paragraph and sentence from the
transcriptions. After that the codes were created through the ground up method, the process
was gone through with iteration and the themes were clarified by organizing and adding the

codes and then matching the data again. Example of coding process is presented in Table 4.

Table 4. Example of qualitative analysis coding

Theme Code Example quote
Financial value not | Perceived value | “Well, then of course there’s the price tag — it’s quite high
realized compared to price for smaller customers. And they’ve then concluded that

they’ll start using other products.” — Int4 (Technical advisor)

Perceived value | “-- it’s still about money. Then they reduce the number of
compared to price licenses, because they can’t afford to pay for them or
something like that — so it probably all comes down to money

in the end.” — Int6 (Senior project manager)

Re-evaluating 1T | “Then, of course, there can also be just general efficiency
investments improvements, regardless of the economic cycle — efforts to
find cost savings, naturally. Companies regularly review
their IT systems to see whether there are any savings to be

made there.” -Int3 (Sales director)

Perceived value | "Since this does cost money, if the perceived benefit doesn’t
compared to price match the costs we’'re paying, then we start looking at other
options — perhaps cheaper alternatives.” -Int2 (Service

manager)
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3.4 Framework creation

Next, the steps performed in this study are described in detail on how the framework was
created. According to Peffers et al. (2007), design science process includes problem
identification and motivation, definition of the objectives for a solution, design and
development, demonstration, evaluation, and communication. The study followed a

lightweight version of design science research approach.

Problem identification and motivation: Customer churn was identified as a challenge,
especially in SaaS companies due to SaaS business model relying on recurring revenue from
customers, which means that existing customers are important to keep. If existing customers
are satisfied and generate more recurring revenue for the company, the SaaS company grows.

The case company was motivated to study the topic more in detail.

Defining objectives of a solution: The objective of the solution is to create a framework for
churn management process in B2B SaaS companies and to identify churn signals and churn

management actions.

Design and development: The churn management process framework was designed and

developed with the understanding of the existing literature and empirical findings.

Demonstration: The framework has not been demonstrated in practice in this study due to

limitations in time and resources.

Evaluation: The churn management process framework was validated with the case
company in a validation workshop to determine the usefulness and contents of the
framework and how it could work in practice. The framework has not been evaluated in

practice due to lack of proper demonstration of the framework.

Communication: The research process is described in detail in this study, and the findings

of the empirical study are presented and results are discussed.

The framework development began with initial literature study and background study of
CSM and renewals organization in the case company. The more in-depth literature review
was conducted on the topic, starting from SaaS business model and deeper into customer
churn. Based on these findings, the interviews were designed and conducted for different

organizational roles in a single case company. Qualitative data analysis was performed for
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interviews to identify topics relating to customer churn, signals of churn, actions to prevent
churn and actions to proactively increase customer retention. These helped to collect the

information and requirements for the framework.

The two phases of the framework, identifying and linking, were studied more in depth, as
the empirical findings were focused on these aspects. Identifying phase was performed based
on the empirical findings, so all the identified signals and actions were divided into
controllable and non-controllable groups based on if the SaaS vendor can have an influence
on the factor or not. The linking phase of the framework, which purpose is to link churn
signals with corresponding actions, was also performed based on the empirical findings. The
identified churn signals were structured into a proposal for corresponding signals and
actions, meaning that the signals were proposed with actions to help reduce the risk of the

churn signal.

Based on the empirical findings and the previous literature, the framework was further
developed. The framework design process was iterative, meaning that different requirements
and findings were considered for the framework during the research process. Feedback from
the case company was considered when designing the framework. The feedback offered
insights into the aspects of which are important for the case company. The aim of the
framework was to be general, so that it can also be utilized in other companies, so literature

studies were used to find a wider perspective outside of case company.

Framework creation included a validation workshop with the case company. In the validation
of the framework, the purpose was to validate the importance and relevance of the
framework for the case company. The framework improvement ideas were collected, and

the practicality of the framework was discussed with the case company.

The framework creation process is described in Figure 12 below.
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Figure 12. Framework creation method (own illustration)

The framework creation was an iterative process from the qualitative analysis to literature
studies and to the framework validation with the case company. The gathered information
and data were formatted into a general churn management process, which has identified
phases relevant to SaaS B2B company to better manage customer churn. The framework is

presented in Chapter 5.
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4 Interview results

The interviews aimed to gather information on how customer churn is managed in the case
company from different department’s perspectives. The main reasons for customer churn
were discussed together with the actions that can be taken to prevent mentioned churn risks
and increase retention. In the end of each interview, there was also discussion of internal

processes in the case company that could be developed. Topics discussed in the interviews

are presented in Table 5.

Table 5. Topics discussed in the interviews

Topic Description

Churn definition, responsibility | The definition of churn, who is responsible for it in the case organization

and role and how interviewee’s role is related to churn

Churn reasons and signals The identified reasons for customer churn in previous cases and signals

that can indicate customer churn

Churn management actions Actions suggested to take to prevent mentioned churn reasons from
happening
Internal improvement Processes and actions case company should internally do and develop to

reduce the risk of churn and increase customer retention

The structure of the chapter is as follows. The case company is presented in Chapter 4.1.
Interview results are divided into chapters based on the themes that arose from the discussed
topics through qualitative data analysis. The interviews began with introduction to the thesis
topic as well as to the role of the interviewee, after which the interviewee’s understanding
of churn and churn responsibility were asked (Chapter 4.2). In Chapter 4.3 the external
reasons for customer churn and customer specific aspects are presented. In Chapter 4.4. the
solution and value realization includes discussions relating to product fit, use case, solution
complexity, solution stickiness and adoption, implementation and usage with both churn
reasons as well as presented solutions. In Chapter 4.5. the ideas about internal improvements

regarding churn management are presented.
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4.1 Introduction to the case company

The case company is a B2B SaaS company with an in-house IT product for the enterprise
software platform. The case company is global, but the study is limited to the Finnish and
EMEA market due to better availability of interviewees and comparability within the results.
The SaaS solution and services offered by the case company are configured for each
customer’s business needs, so besides product development, the case company also does
service consulting through the configuration and customer management. The configuration
of the product makes the offered IT solution adaptable for different business needs in

multiple industries.

The terms used in the interviews are the case company’s IT product, which is the SaaS
platform. This consists of different functionalities, which are the modules or functions in
the SaaS. The product must be configured for each customer’s specific needs. Configuration
is not code changes but helps to customize the solution for customer’s business logic.

Configured products for customers will be referred to as solutions.

4.2 Churn, role and responsibility

Interviewees were asked to introduce themselves and their role and explain what they think

customer churn means, who is responsible for it and how churn relates to their own role.

Churn, role and
responsibility

Definition of
churn

— Role & churn

|| Responsibility
of churn

Figure 13. Churn, role and responsibilities
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Definition of churn

All seven interviewees were familiar with the concept of customer churn, and they defined
it as logo churn, where customers quit the product use and services completely and as partial
churn, where customers lower the use of the product or buy less services, licenses or

modules.
Role & churn

Customer success manager and renewals work closely with churn in their day-to-day work.
Renewals managers handle the practicality of renewals and churn processes and
conversations. Renewals are constantly working with the churn cases because their main
task is to ensure the continuity of the contracts. Customer success managers work more to
retain customers. Customer success is the core activity of customer success managers, so the

tasks are focused on the proactive side, so that the churn would not happen.

Project manager does not come across churn cases or is not near it personally, because
project manager role is in the early stages of the customer project. Consultants, architects
and service managers and sales managers work actively with the customers, so they can
come across all customer contacts and sides. Architect highlighted the sustainable
architecture mindset in the early stages of the solution, which aims to build a long-term
solution for the customer which is maintainable and has possibilities for further improvement
and scaling opportunities in the future. Through consulting work, architects also participate
in trying to fix at-risk customers’ solutions, but at this point it usually happens too late and
sometimes it works and sometimes it does not. In the case of trying to fix or improve the
existing at-risk customer’s cases, only one organizational side cannot prevent customer
churn alone, and there needs to be systematical collaboration between all departments that
can help prevent customer churn. Someone should also have the ownership and interest of

the churn to include, participate and reward others too.

Technical advisor said that his role relates to making Statements of Work (SoW) for sales to
estimate the exports of materials to different IT systems when customer leaves. He states
that this year he has done that more than usual but cannot say if it’s because the number of

churn cases has increased or they cases have just been allocated for the advisor from sales.

In the sales phase, it is important to focus on selling the right things, because otherwise

customer might not retain for long. Architect used a metaphor of if you sell the wrong house,
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you cannot like it there and not even decorating or renovating might help because it can be

too expensive or even impossible to fix.
Service
manager

Renewals
manager

Architect

Customer

& churn

Customer
success
manager

Project
manager

Sales Technical
director advisor

Figure 14. Roles relating to customer and churn interviewed in the study

Responsibility of churn

The responsibility and ownership of churn responses varied and there was not one clear
understanding among the interviewees of who is responsible for churn in the case company.
Many said that everyone in the company is responsible for keeping customers in their own
roles and responsibilities, because everyone must take care of the customers, excluding non-
customer facing roles such as accounting. One interviewee said that in the end the ownership
of the customer churn is at a higher management level, and that it could be up to the Chief

Revenue Officer on the organizational structure.

Churn responsibility was also said to be on CSM and renewals, because they have metrics
and are measured for it for performance. One interviewee said that when the CSM
organization was founded, that it could have become as the role who is responsible for churn,
but it feels like now they have been left on the sidelines. Renewals manager said that their
job is to protect the ARR, but the churn responsibility is not only their responsibility, but
everyone, from the product development, to sales selling to the real need, to customer

success taking case of customer’s worries and that customer is aware of product’s
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development, and to support fixing issues and ensuring a stable usage of the product. From
customer success manager’s view, the customer churn is also everyone’s responsibility who
works with the customers. Where the customer work starts is sales and services, and they
are the two largest departments, but the ones that are measured for retention are customer
success management and renewals organizations. Sales was said to not be directly
responsible for churn, because their metrics do not care if customers leave, only if there is

downsell, which affects the rewards accounts executives.

The mental side of ownership and responsibility were also mentioned in the interviews. The
architect said that they think that they are mentally responsible for customers which they
have started to work with from the beginning of the projects, and it feels like a failure if the
new customer does not adopt well. It seems that when customers leave, it is a rough spot for
also service managers, and they seem to take it personally on the mental side when customers

leave.

4.3 External and customer context

Some of the churn signals are external, which means that they are outside of companies’
reach or influence. In this chapter, the factors which relate to external churn reasons are

presented.
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Figure 15. Findings related to external and customer context

4.3.1 External and market factors

Financial return of business value not realized

“Well, then of course there’s the price tag, it’s quite high for smaller
customers. And they’ve then concluded that they’ll start using other

products.” — Int4 (Technical advisor)

“—~ it’s still about money. Then they reduce the number of licenses, because
they can’t afford to pay for them or something like that — so it probably all

comes down to money in the end.” — Int6 (Senior project manager)

"Since this [solution] does cost money, if the perceived benefit doesn’t match
the costs customers are paying, then they start looking at other options —

perhaps cheaper alternatives.” -Int2 (Service manager)

The most common reason identified in the interviews by all interviewees for churn was that

the customer did not see value in the service or product for its price, or that it cost too much.
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One reason for the customer churn is that the customer does not realize the financial return
or business value of the product investment and use. One interviewee said that if customers
do not use the product a lot, the customer does not feel that the price is worth the usage level.
Customers can also feel like they do not get any additional value from the price of the
product. Pricing can also be seen too high compared to competitor’s product, especially for

small and medium-sized customers.

Competitors are also a challenge, because customers might feel that they do not get enough
value in the product if they can also manage it with their other existing or previous solution
or competitor’s solution. The previous solution can also mean going back to doing nothing

or not utilizing any solutions. Three interviewees mentioned specific competitors.

“Then, of course, there can also be just general efficiency improvements,
regardless of the economic cycle — efforts to find cost savings, naturally.
Companies regularly review their IT systems to see whether there are any

savings to be made there.” -Int3 (Sales director)

Sometimes the reason is that the customer is doing financial re-evaluation of all IT systems,
due to the market conditions or just a routine evaluation. Evaluating financial worthiness
can also apply to service packages, and customers sometimes lower their services
temporarily due to financial reasons, because few months without services does not flip the

whole boat.
External market changes

“The economic situation in the world has of course been what it is, and those

things naturally have an immediate impact.” — Int7 (Renewals director)

“So, of course, the past few years have been economically challenging, --
That means there are reductions in licenses or services being scaled down, or
decisions made not to continue developing as much as before. So, yes, the

customers’ financial uncertainty often also shows up in our customer churn.’

— Int3 (Sales director)

The current economic situation can lead to customers reducing their subscriptions or churn.
Changes in customer decisions and usage of the product due to the changes in market

fluctuations are also not something that the company can influence or control. The market
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state, such as inflation and recession, might lead the customer to lay off people, which

naturally affects the number of licenses needed to purchase for the SaaS product.
Competitive dynamics

“—- Especially in the public sector, competitive bidding processes are a
significant factor when it comes to customer churn. Since there are limits on
the value of procurements, they may be required to put the contract out to
tender — and that always carries the risk that the deal could, for example, go
to one of our partners. So, in that sense, the customer might still continue using
our product through another supplier, or they might switch entirely to a
different system. These are always situations where unexpected customer

churn can occur, even if the customer is actually satisfied with the system.” -

Int3 (Sales director)

Companies can give up on potential customers in the public sector, because they are not able

to fulfill the contractual requirements or constraints.

4.3.2 Customer organizational dynamics

Mergers and acquisitions

“--if a larger company buys our customer, so there’s a kind of merger. In that
case, the larger company might already be using a different product, and then
there’s strong pressure to justify why our solution should continue to be used
— why not switch to the one everyone else in the company is already using? "-

Int2 (Service manager)

“«

-- Organizational changes, mergers, business acquisitions, or new
management coming in — and they start to question everything that’s already

in place.” -Int1 (Principal solution architect)

Common reason for customer churn is that the customer is being acquired by another
company that is using another product. It is a difficult situation, because it is not easy to go
to the new management to tell them to change their IT system. Mergers and acquisitions or

changes in the customer company’s ownership were mentioned in five interviews.
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“In a way, the system is absolutely great — amazing, wonderful, and all the
users love it. But then there’s some global IT department that comes in and

29

says, ‘Hey, we’re going to change all our systems.’” -Int5 (Customer success

manager)

Sometimes decisions are not made on the customer’s regional level, where the end users
might be happy with the solution but on higher management level, which can decide to cut
systems for any reason. New leadership changes can also lead to customer management
wanting to change the system to another one. One interviewee explained about how once a
customer’s new IT manager kept complaining about the lack of certain features in the
product because he was comparing it to another system he had previously used. The sales
representatives can go to try to sell our product to the new company, but usually larger and
international companies will change all systems to their existing solutions. Large
corporations that acquire smaller companies tend to want to unify or standardize the products
used across all organizations, even when one department might be efficiently and
satisfactorily using the current solution. Pressure of customers to change the systems to align

with their global IT systems was mentioned in three interviews (Intl, Int2, Int5).
Customer key user changes

Service manager and principal solution architect both discussed how the loss of the project
sponsor or power user on customer side can lead to risk of churn. If customer only has one
key user who knows how the solution works and customer’s key user changes or leaves and
there is no one else who is responsible for the solution or knows how it works. This is a huge
risk to the continuous improvement of the solution, if the customer side is left without owner

of the solution or anyone who knows how it works.

Project manager discussed how also the change of customer people from sales to project
team can be risky if the understanding of what is being built is not transferred within the
customer’s internal handover. Project manager suggested that Statements of Work help to

refer to the goal of the project when people change.
Project nature of customer’s business or industry

“the project-based nature of some cases — that’s quite a natural reason for

customer churn. In other words, some customers acquire our product for use
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in a specific project, and then the lifecycle of that project also determines the
lifecycle of the product’s use” — Int3 (Sales director)

Some customers use the product in varying project types. Some customers’ business is
project natured, which can mean that the solution is in active use only during the
implementation and while the project lasts, so there is natural churn in licenses after the
project phase, and the solution can be used more as an archive of the project. Sales director
also mentioned a customer example of project natured business to be for example in
construction industry. She also mentioned that the project natured means typically many

years, so they are not short projects.

4.3.3 Vendor-customer relationship and communication

Vendor relationship

“ -~ if these issues keep happening repeatedly over a long period of time, and
we [vendor] don’t really know how to handle them properly, then of course
that has an impact, on whether the customer even wants to work with us as a
vendor. It’s not just about the product — if working with us is difficult, that

will definitely influence things --” -Int5 (Customer success manager)

Vendor relationship includes how the customer is willing to work with the vendor and how
the working with the vendor is like. If there are problems with the vendor, it also has impact

on customers’ willingness to work with the vendor.
Visiting customers on-site

Visiting customers more on-site has many benefits, such as better opportunities for
customers to tell the challenges they are facing and getting to know what work can be done
to improve the solution. Technical advisor finds that the visits to the customer on-site make
a difference for getting contact to the customer. If small customers want to renew their
service hours for next year, they should utilize all the hours in their current service agreement
package. Service packages offer consulting hours for customers to develop their solution.
Visiting customers on-site offers a way to learn what can be done with the purchased service

package hours.
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“-- I've really noticed that it’s so much easier to promote our solution — to
convey the idea, to sell time, opportunities, or whatever it is — and to ask what

the customers want or what they might need.

When you're actually having that conversation with the customer, that’s one
key thing. Visiting them on-site, even for a short meeting, really makes a

difference.

In fact, I'd almost say that in the past, when we used to visit customers more
often, we got a lot more additional work from those visits — just by being

present and seeing things on-site.

And then, of course, the relationships become more personal — so it’s much
more likely that they’ll pick up the phone or send an email when needed, rather
than to some faceless ‘Mikko Makkonen’ they’ve only seen once in a team

meeting.” -Int4 (Technical advisor)

The topic of visiting customers on-site was mentioned by technical advisor and renewals.
They would both gather a team of consultants, who have technical understanding of the

solution and a business analyst mindset, to visit customers on-site.

“A multidisciplinary team — meaning business consulting together with a

technical consultant.” -Int4 (Technical advisor)

“Well, it should be someone who technically understands what’s being done
there, so they can immediately suggest something if needed. Just having
someone who looks at things like renewals, for example, doesn’t really help
much — our strengths lie elsewhere. It should be someone more like a business
analyst or a customer-focused consultant, who can look at the situation more

from the customer’s perspective.” -Int7 (Renewals director)
Customer contact points

“Well, we probably should have some kind of playbook for that — so that we
could establish several contact points on the customer’s side.” -Intl

(Principal solution architect)
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Having more contact points to customer side can help when there are employee changes on
the customer side and keep contact to the customer. Having contacts to customer’s business

side is important, because IT systems are built on the customers’ business processes.

Contact points to customers can also be services, through which the customers are contacting
the company for development or maintenance. Sales director explained how for bigger
customers, there’s already usually different contact points through customer success
management service, whereas for older and smaller customers there might not be regular
contact points. Renewals manager said that the size of the customer is also one indicator of
how churn is noticed. For larger customers, the churn rarely comes as a surprise because
company is deeply involved with the customer, but for smaller customers their churn can
sometimes come out of nowhere, even when the net promoter score (NPS) and other metrics

implied satisfied customers.
Communicate more with the customer

“But if we had unlimited resources, then we would be in contact with our
customers quite often — even with the smaller ones — and really talk with
them about how they’re using the solution. We could go through things
together to see what their solution currently looks like -- and whether there
have been any issues or pain points they 've noticed. We would not only review
the usage data we have, but also look at what the experience is like overall —
to see if we could easily identify any areas for improvement” -Int2 (Service

manager)

Communicating directly with the customer about possible problems areas and improvement
ideas helps to get a head start and better understanding of customer’s situation and react
before customers explain about the problems themselves. Proactive listening can also help
company to understand and ask questions about future developments and design the

solutions to better align with customer’s needs.

4.4 Solution and value realization

In this chapter, the interview results regarding the case company’s solution, product fit,

customer’s value realization, usage, implementation and adoption are presented.
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Figure 16. Findings related to solution and value realization

4.4.1 Product fit and use case alignment

Product/solution not optimal for use case

“There is a churn risk in the long run if the customer has some kind of use
case that was originally built for them but isn’t really one of our core
strengths — an area where there hasn’t been any real product development
for a long time. Because, of course, you have to focus on certain things, and
when you focus on some areas, it means that others inevitably receive less

attention.” -Int2 (Service manager)

IT products can be used in ways which are not optimal for that product’s core strengths and
functionalities. If the use case is not ideal, then those features of product might also lack

product development priority. Service manager said that one customer uses company’s
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product in a way it is not intended to be used, which makes the customer at risk of churn.
The way this customer is using the product wrongly is a marginalized case, and the
customer’s service team is trying to guide the customer to use the product in a way that it is

intended to be used.

Service manager also said that it would be interesting to have information on which use cases
have been risky and have had churn, but because the product can be configured, there’s no
such general knowledge and the customer can also set up new use cases by themselves,

which the case company can be unaware of.
Revisit use case to customer’s current business needs and solution

“Then we need to look at whether we can adjust the structure to make it more
user-friendly. Or maybe it’s even necessary to, like, create an entirely new
one, starting from scratch, and, well naturally, the further along the situation
has gone, the more difficult it becomes. At that point, making changes might
be harder, and the customer might ask themselves whether it’s worth it—if we
take on a completely new project to redo, for example, the structure, do we
have any guarantees that this will actually start off well and bring a lot of
added value? These are the kinds of things we can influence” -Int2 (Service

manager)

Making the current solution more user friendly or making a completely new version of the
solution is one way to update the solution to match the customer’s current needs. The

structure means the configured architecture of the solution.

“If our solution has been in use for, say, 10 years, and for most of that time it’s
been in a situation where it’s like ‘this isn’t really working, what am I even
doing here, why is it like this,” then fixing that situation—when there isn’t a
positive mindset around it—is much more difficult. 've been thinking about
this, and I've also suggested that we could have something like a kind of
corrective package, in a way, a ready-made solution that we can offer to the
customer. It would be a clearly defined package that outlines what it includes.
We would run new workshops to define the pain points and identify what can

be fixed, and what’s included” -Int2 (Service manager)
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Service manager was discussing about redefining the customer solution and the resources

that it needs for customers.

“These are legacy cases — customers who have been with us for a very long
time, even 10 years or more. Over the years, the usage has declined, and in
the end, even the customer doesn’t really know what’s in the solution
anymore. And we don’t know either, because there’s no documentation, no
people who were originally involved, and no development has been done for

years.

We also haven’t had a Customer Success Manager assigned to these older
customers. So, we end up in a situation where there’s a poor solution, and no

one really knows what to do with it.” -Int5 (Customer success manager)

If the solutions are not re-visited, then there’s many churn risks like decreased usage and
lack of solution understanding. Older solutions must be improved and developed to answer
customers’ current needs. Older solutions can lack version upgrades, documentation and
ownership, which makes it at significant risk of churn, because customers might think it’s

easier to get a completely new different product or solution.

4.4.2 Solution complexity and performance

Solution complexity

“The solution was too complex. It was made unnecessarily complex from the
start, and then it wasn’t used, so in my opinion, it’s quite logical that the
customer didn’t really want to pay for licenses or for ongoing maintenance

services” -Int6 (Senior project manager)

“In terms of solutions, probably the ones where the usage is very limited —
like when it’s only used for —— or just for some specific, narrow functionalities
— if those can’t be expanded, if we can’t sell them the idea that our solution
can be used for many other things as well, then those are probably the ones
most at risk of leaving. They re paying something, but our solution plays only
a very small role for them, so those are probably the number one group at risk

of churn.” — Int4 (Technical advisor)



61

“It often reflects in the fact that the smaller the customer’s subscription _for our
solution is — for example, if it’s only used within a single department or for
a limited use case — we’ve noticed that it tends to be in a weaker position
compared to cases where it’s used more broadly across the organization. It’s
also easier for the customer to give up these kinds of point solutions.” — Int3

(Sales director)

Solution complexity being too simple or too high are risk signals for churn. If the solution is
too narrow, it is easy to replace it with another solution. If the solution is narrow, it can also
be too expensive to only maintain a simple solution or in one department only. If the solution
is not widespread within the organization, the solution is also easier to replace, because it is

not as sticky.

On the other hand, too complicated solutions are also a risk factor. If the solution is too
complex, the customer might have difficult time adopting to use it. From project
management perspective, there is a risk that the company wants to fulfill all the customers’
dreams, which can lead to the solution being too complex. A complexity can be when too
large a section of the customer organization’s processes is included in the solution, and the
customer is not prepared to use that many resources to help develop those processes into the
solution. When too many processes were included, and customers were not prepared for their
responsibilities to provide requirements for them, so the result was not satisfactory and
eventually led to churn. Promising too many processes into the solution can make the
customer too busy and the project can run overtime. Project management also utilizes
Statements of Work, which help to scope the project expectations internally and for the
customer. Sales department is also responsible for selling the project’s expectations for the
customer, so that the customer has realistic expectations of how much resources they need
to provide. Project management interviewee said that the customers hate surprises, so the

realistic expectations are important.
Analyze solution optimal complexity

“We should probably develop some kind of metrics that would allow us to
identify, based on the structure of the solutions themselves, certain patterns. -
- if we could create some kind of predictive analysis to determine how complex

a given solution can become before it reaches the point where the customer
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can no longer handle it — and eventually churns.” —Intl (Principal solution

architect)

A way to be able to analyze which solutions are good could give preventive insights into

when the solution would pass the complexity when it is no longer usable or maintainable.
Solution not built optimally

“For instance, when the customer has built the solution themselves — since
one of the strengths and weaknesses of our product is that a specific solution
can be implemented in two or three different ways — the customer might not
have the experience to find the optimal way. So it ends up being built in a way
that’s difficult to use or otherwise not optimal. Then it’s perceived as the fault
of our solution or our product — that it’s bad — and that’s why they don’t use

it.” -Int4 (Technical advisor)

Configurable products pose a risk that the customer configures solutions by themselves, and
that might not be the most beneficial and optimal outcome. Suggested action for this is to try
to include consultants or architects in the design phase, before customer makes their own

decisions on architecture.
Constant technical issues

“—- the solution simply doesn’t work properly on a technical level — it’s slow,
and there are constant errors. When that kind of situation continues over a
longer period, it at least creates a risk of customer churn.” -Int5 (Customer

success manager)

“And of course, if there are continuous technical issues -- that can also be
frustrating and lead to a situation where the customer doesn’t get the expected
added value. As a result, the position of our product weakens on the customer’s

side.” -Int2 (Service manager)

Constant technical issues are a signal of churn risk, because if the vendor cannot solve them
and the issues are reoccurring, customer is not getting the expected value or experience with

the solution.
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4.4.3 Value creation and stickiness

Customer success management’s value conversations

“We’re developing these kinds of playbooks, examples, and support materials,
so that we’d be better able to react immediately and effectively in [value

discussions and competitive situations]” -Int5 (Customer success manager)

Value discussions and competitive situations might be hard to react to because customers
expect immediate responses. Prepared materials help to have value conversations with the

customers, especially about competitors.

“When a customer says, ‘This is too expensive,” our counterquestion is,
‘Expensive compared to what?’ And then we point out, ‘Hey, you're getting all
this value.” And the way we prove that is through a tool we have called the

Success Plan.” -Int5 (Customer success manager)

Success plan is a way to revisit customer value and ROI, making the goals and targets for
changes, tracking goals together with the customer to prove value and help the customer

understand the solution value and after a period of time re-evaluate the change.
Expand product stickiness

“[Upselling] is also about preventing customer churn. When we get a
customer motivated and investing more in our product, -- the bigger the annual
value grows, the more significant it typically becomes. It gains greater
strategic importance for the customer’s IT system, and they see it as
something worth investing in further. -- It’s kind of a positive cycle, where
the sales often feed into the growth of the customer relationship.” -Int3 (Sales

director)

Upsell increases the solution features, use cases or usage depth within the organization.
Sticky products are more difficult to get rid of, especially if core business processes are
handled with the solution. Trying to expand the use case or expand the solution to more

departments was mentioned as a suggestion.

Provide support for customer-led development
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Customer should have available consultant connections to ask for help, especially for the
architectural configuration of the solution, if the customer is building it themselves.
Providing examples and reviewing the plans can help make long-term maintenance and
usability of the solution better. Sales should sell managed services or some packages that

offer help with development to customers.
Provide success case example stories in same industries

“—- Sharing stories or examples of successful implementations can help
demonstrate that significant added value has been achieved.” -Int2 (Service

manager)

Customers are not motivated to do large projects to fix their existing solutions, which they
are already dissatisfied with, especially if there is no proof or examples of success stories of
similar solutions working within the customer’s industry. Providing success stories can make
the IT vendor look reliable and prove the value they offer when investing resources to fix a

solution.

4.4.4 Adoption, implementation and usage

Level of usage

“—- I don’t think weve yet identified the critical indicators, like: at the three-
month mark, X percent of users should be contributing, and that number should
be growing at a certain rate. That’s the kind of data we could track in the
future — and someone should actually own that growth curve. Because if that
curve isn’t going up, that’s everything. That’s the leading signal.” -Intl

(Principal solution architect)

“~if already in the early phase of the implementation we notice that there are
elements in the solution that don’t really work that well in practice, then we
can usually still make changes fairly easily and steer things in a better
direction. And that early stage, right after the implementation project officially
ends, is actually critical. Because if the customer doesn’t really get the
solution off the ground then — if the usage doesn’t take off — that’s when

churn risk can surface pretty quickly. You might see it already within the first
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couple of years: the customer starts thinking, ‘Okay, this isn’t really working
the way we hoped — maybe it’s better to pull the plug now before we go any

deeper.’” -Int2 (Service manager)

After go-live phase is where adoption really makes or breaks the long-term relationship. The
adoption phase can be measured by the usage rate growth, and there should be metrics of

alarmingly low usage rates after a certain period of implementation phase.

“ -~ If the license usage starts to decline, that’s typically a sign that the
customer may not be getting the expected value from the product” -Int2

(Service manager)

“A low usage rate can also lead to a situation where the customer doesn’t see
the value of the investment. Instead of deciding to invest in training and fixing

things, they might think it would be better to just move on to another solution.’

- Int5 (Customer success manager)

If usage declines overall at any time, it’s a sign of churn risk. A low usage rate was seen as
a risk by many interviewees, because if nobody is using the product, there’s not going to be

increase in licenses or investments.
Customers do not do business go-live/Failed implementation

“—- when the customer really isn’t ready to start using the solution. In other
words, even if there’s already a perfectly good solution in place that they could
start with, the customer just can’t seem to get to the business go-live stage —
something just doesn’t click. There might be people who think it can’t be used
as it is, and so on. In my opinion, those kinds of customers are more likely to
churn. [...] Because once it’s in use, it’s much less likely that they’ll stop
using it. So yes, that’s really the goal of the project and the process overall.
And as I understand it, the CSMs are working specifically on that — helping
customers figure out how to achieve that business go-live.” -Int6 (Senior

project manager)

“A failed implementation can also lead to customer churn. For one reason or
another, the solution just doesn’t get successfully implemented for the

customer. [...] if the situation can’t be steered back on track, it can at worst
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lead to the customer stopping the use of the solution entirely — even before

they’ve really had the chance to start using it properly.” -Int3 (Sales director)

If customers do not implement the solution into production, then there’s a huge risk that the
customer will never do it, users will never adopt the solution and customer will eventually

churn.
Users lack product mindset and change management

“Basically, a failure in implementation and adoption — meaning that it has
been technically implemented, but not mentally adopted.” -Intl (Principal

solution architect)

“—- then also this kind of change management. In that, too, we try to help
customers — when a new system is being implemented —with how fto
communicate to users about why we are taking our solution into use.
[...]That way, hopefully, we can reach a situation where, even before the
system is in use by anyone, people already have some understanding of what
is happening, and they think that this is a positive thing. So were kind of
building that foundation already, before even holding any trainings or

workshops at all.” -Int2 (Service manager)

Users do not know how to use the system or have not mentally adopted. Change management
should be included in the customer company every time a new system is implemented.
Change management by providing reasons for what the new system does better and why it
works the way it works. Giving explanations for why the specific system is taken into use,
what is the timeline for taking it into use and taking people from the customer side into the
development of the new solution. Focusing on change management can help ensure a

positive foundation for the new system in customer organization.

“From our perspective, that’s actually one of the big challenges: changing
that underlying user logic and mindset. It’s not only specific to our product,
but for us it’s a particularly visible issue — helping users to move away from

the old [mindset] and adopt a new way of working. ”’-Int2 (Service manager)
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The case company’s product’s specific logic and mindset is seen as difficult for users to
change their mindset and ways of working. This was mentioned to been especially seen with

early middle aged upwards with people have worked in specific methods for decades.
Customer does not fully utilize all features

If customers do not fully utilize all features which would be available for them and provide
additional value, they might feel like they are not getting enough value of the product for the
price. The product has extensive use cases in the core product, but customers who only use
it as the simplest version possible are not fully utilizing all of the potential they could have

within the same product.
Track end user behaviour

“Then we could look at the usage rate—if the usage hasn’t really taken off,
and we want to understand what’s going on—so that we could, in a way,
automatically generate data on potential warning signs indicating that the

customer isn’t gaining the expected value.” -Int2 (Service manager)

Using data to track the customer’s end user behaviour can give the case company a lot of
insights into how the customer is using the system and at which level they are leveraging it.

There are existing user behaviour tracking points, but more should be implemented.

Gathering feedback from the adoption and utilizing customer usage data and to compare it

to a other reference customers gives insights into if the adoption level is successful.

“We probably should measure [adoption] somehow. We do have data in the
[Analytics tool] and we can compare [... ] for instance, if there are companies
of a certain size or certain use cases, a specific vertical, then how quickly they
adopt it. -- Measure the adoption rate, and perhaps also do some kind of peer
evaluation to assess whether the solution is good.” -Intl (Principal solution

architect)

Project closing metrics and financial numbers do not tell if the solution is in use. Someone
should be responsible for the growth of the contributing system users. Data could be utilized
to follow the usage and the adoption of the system. This helps to react in the early phases of
the project and make changes if needed and encourage usage through training. Gathering

feedback early into the adoption is good chance to make changes and increase end-user
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involvement and it was suggested to do that already at three-month mark. The feedback
should be gone through with the project team who was involved in it. Adoption phase should
make sure that the project teams still have ownership over the project, because it should not

just end at first implementation.
End user training

Low rate of adoption can also be because end users do not know how to use the product.
Forcing customers to take training sessions to help with product and solution adoption was

seen as a theme in the interviews.

“Our whole goal is to get people to actually use the product — because once
they start using our solution, they don’t want to give it up. But as it stands
now — just saying ‘go check the Academy or learn from YouTube' — no.
Human nature doesn’t work like that. It just doesn’t. And I don’t really have
any other ideas, except that somehow it needs to be mandatory — either built
into the package or tied to the license — so that proper end-user training

always happens.” -Int6 (Senior project manager)

“If I think about it myself — like if  were supposed to do some of those academy
trainings — everything else always ends up taking priority, simply because you
can do those trainings anytime. But with a webinar, it’s different — when it’s
scheduled, say at 4 p.m., you actually go and attend it, because it takes place
at a specific time and it’s organized for you right then.” -Int7 (Renewals

director)

Training of the end users is seen as an important aspect in the interviews. Project
management interviewee had a case example, where the project team received an excellent
3-hour training of the solution by company’s professional trainer, but then the customer’s
actual end users got a one-hour quick summary from the customer, and not directly from the
case company’s own trainer. If the customer’s end users are not trained to use the new
product, they will not adopt and start using it, which leads to the customer not buying licenses
for users because they do not use it, and that leads to churn risk. Project manager interviewee
presented an idea of mandatory training for end users, for example sold through the licenses.
According to the project manager, the company also has excellent training materials

available in training centers and YouTube videos and other platforms, but that requires end
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users to be proactive in finding the information. Better solution from project management
perspective is that the end-user trainings would be mandatory, for example with a traditional
online training session. Renewals director also proposed that the end-user trainings could be
in form of basic product use case webinars, because users are more likely to attend a
predefined training event, rather than find and study the product by themselves on their own
time, even when they have high quality training content available for them. This could be
for example “basic product use cases for dummies” type of content, and it could be aimed at

new employees at customer company.

4.5 Internal improvement

In this chapter, the ideas for internal improvement discussed in the interviews are presented,
such as internal handovers, communication and ownership, process optimizations and
customer success activities, such as selecting customers to target and expectation

management.
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Figure 17. Findings related to internal improvement

4.5.1 Internal operations and ownership

Internal handovers

Create and update solution descriptions and make sure that the silent knowledge about the
customer is available for the next consultant or project team. Have a to-do list for the
customer’s future development ideas, so that it is easier for the next consultant to be
proactive and ask the customer when these next ideas should be implemented. Better
documentation of projects in the project phase can help with the project handover and future

development when there are some known tasks for the future.
Internal communication

“But what we’ve started doing recently, for example, is that with our larger

customers we now have this kind of internal cross check before the renewal
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date. If the customer has a service manager, they join that session, as well as
customer success and the sales rep — everyone who's involved. Together, we
review what everyone knows about the customer, where we currently stand with
them, and form a kind of holistic internal picture of the customer’s situation.
-- So, even though it takes time from everyone, we’ve already seen that it’s

really worth it” -Int7 (Renewals director)

Being coordinated internally about the customer case helps to prepare for the customer
renewal phase. Internal communication is important to ensure a smooth customer
experience. Renewals manager gave an example on how it is important that if the customer
tells someone that they want to make changes to their subscription, that it is then also
forwarded to renewals, so that the customer does not get frustrated when renewals assumes
that no changes were wanted. This is one reason why it is important to keep all relevant
internal people in the loop. Renewals also said that preparatory meetings are held, before a
large customer’s renewal date, to make the internal team aligned and ready to share the
situation, so that for example the team is ready to demo and already have a price point ready

for the customer.
Business decisions of letting go of customers

Company must decide which customers are a priority. This is the case company’s internal
business strategy that should be decided. If the company wants to focus on certain customers,
such as smaller customers, and let consultants visit them in person, they will do it, but it
needs the approval of the business. Company should make prioritizations regarding
customers the company wants to use resources to improve their solutions and experience, so

that the resources are not wasted.
Rewards and metrics

Saving customers should be rewarded, so that it is not just something that takes time and is
interesting but also something that is rewarded and allocated needed resources. Rewards
should be tied together to other common metrics. People should also be rewarded for
recognizing and saving the existing cases, because it is more expensive to gain new

customers.

Ownership of customer churn
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Churn responsibility must be owned by someone accountable to have the interest to include
others. Reward for “owning” the customer and the project was mentioned to help with

customer success.

4.5.2 Internal process optimization

Automate internal processes

“We're trying to automate as much as possible, so that the time we save
through automation can be used to have more contact with customers — to be
more present, more hands-on, meaning more real interaction instead of just
emails. And that’s really the theme for this year — to automate the things that
don’t directly create added value, and then use the freed-up time for
customer communication and outreach, to be in closer contact with our

customers.” -Int7 (Renewals director)

Utilizing Al and automation of processes can increase time to contact customers more, which
offers possibilities to further understand and analyze customer’s situation. Renewals said
that their goal is to automate all processes that do not directly generate value, so that they
have more time to actually contact customers more. Renewals do not currently have time to
make a further analysis of why especially smaller customers churned. If customers have said
that they are leaving, there is not much that can be done to prevent it, but we can understand

and learn from the case.

“There was this quick data analysis project where we looked at what we could
identify from the data. [...] with all the Al tools available, we could definitely
mine insights and patterns that a human eye would never notice. > -Int5

(Customer success manager)

“Was there anything visible in the data before this happened?
[ think that would be the most systematic way — to go through and see what

things looked like before the customer left” -Int2 (Service manager)

Customer success manager and service manager both discussed a data analysis project,
where the goal was to try to see what can be noticed from the data. Nowadays they think that

with improved Al tools it would be meaningful to look for patterns in customer usage. The
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use case could be for example to try to systematically see what happened before customer

churned.
Streamlining internal architectural mindset

"Our architects have discussed [old overly complicated solutions], and they
wouldn’t even attempt to create something like that anymore. The old
implementations, where the solution was so complex that hardly anyone
could figure it out, were more of a risk back then. [...] When they did it back
then, there was good documentation, but it was extremely complex. Now,
everything has been streamlined, and the structure is much simpler and

clearer” -Int6 (Senior project manager)

Project manager discussed how the current architectural mindset in the company helps avoid
overly complicated solutions. Transferring architectural knowledge based on previous
projects and customer cases helps to improve the future of solutions, so that they are built to
be easily maintained and extendable. When asked about the role and how it relates to churn,

architect also mentioned sustainable architecture approach.

“Of course, in the early stages when the solution is being developed, the goal
is to follow a sustainable architecture approach — to build something that

will last” -Int1 (Principal solution architect)
Create ideal customer profile

“We probably do have some idea of what our ideal customer looks like for
our product. Maybe we tend to think about it more from the perspective of who
we can sell to. But the services side would also know who we actually succeed
with — what kinds of customers and what kinds of solutions work best for
us. So, this kind of ideal customer profile thinking — we don’t really have that
in a way where everyone would know it, or where we’d only sell to those
customers, or where we’d flag situations like, ‘Okay, this is a really difficult
customer with the worst possible setup — this is going to cause problems down
the line unless someone does something.’ Often, we just realize these things
way too late. If all of that were known right from the start, then we could start

taking preventive actions immediately.” -Int5 (Customer success manager)
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“Of course, in customer success management terminology, we often use fairly
straightforward terms like good-fit and bad-fit customers” -Int2 (Service

manager)

Targeting ideal customers helps to gain good-fit customers by knowing which customers to
sell to and target. Customer success manager discussed the ideal customer profile and it was
also mentioned by the service manager though terms good fit and bad fit customers. Service
manager brought up about how customer success uses terms good fit and bad fit customers
when discussing about which customers to let go of. If some customer’s use case does not
fit, the product or solution just simply cannot get to work or if the resources needed to keep
up the customer relationship is more than what comes back monetarily from the customer,
then it is a bad equation. Service manager also noted that when customers leave, it is not a
nice situation and there can be potential bad experiences which can lead the customer to

share these with others.

4.5.3 Proactive customer success activities

Prioritize customers to target

“We should decide on the must-win battles — the ones we really want to win
— and prioritize our customer accounts accordingly. We should also think
about which ones are actually worth winning. It’s a bit like, if you think about
major accident response or field hospitals in crisis situations — they probably
focus on two things: A) saving as many life-years as possible, and B)
identifying who can actually be saved. And maybe there’s something we can
learn from that, because not all customers can be ‘saved,’ and our resources

are limited.” -Intl (Principal solution architect)

Prioritizing customers based on who can be saved with preventive actions is important for
resource management and also based on how much value the customers generate. This was
also discussed when talking about good fit, bad fit and ideal customer profile thinking by
service manager and customer success managers. All of the interviewees recognized that the

resources are always limited, so prioritizations must be done.

Manage customer expectations
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Setting customer expectations helps customers to understand what the solution can achieve
and prepare customer resources for a successful implementation and realistic understanding

of needed resources.

“Customer should have a clear understanding of what the implementation
project requires from them: how many people, how much time, and how much

preparation.” -Int3 (Sales director)

Customer expectations can help with implementation and adoption. It’s a balancing act for
sales between selling the idea that the resources needed from the customer are not an
unreasonable burden, which could affect delay in decision to begin the project, but also not
for customers to have unrealistic expectations on the workload required from their project

team, which can lead to project failure.
Sell the right thing

Always include managed service packages for customers, so that they get continuous
development support. Manages service packages include consultants, who help to develop
and improve the customer’s product. Consultants should also have a bit of a sales-spirit to
extend the solutions and promote modules and products. Product license and implementation
costs guide sales to focus on longer customers with budget to stay. Selling the right thing

includes the idea of selling to customers who are ideal customers.
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5 Churn management framework

The aim of the framework is to help SaaS B2B companies to make easier decisions on churn
management. The framework can be utilized as practical guidance on what practices should

be involved in churn management process in SaaS B2B companies.

The churn management process is adopted from the risk management process from Ward
(Ward, 1999) and the churn management framework from (Ghorbani & Taghiyareh, 2009),
which are presented in more detail in Chapter 2.3.3. The churn management process consists
of key phases in churn management, such as understanding churn, having appropriate data
and feature selection, predicting churn through predictive models, selecting the customers to
target with the retention activities and then performing them and evaluating the prediction
model. In Figure 18, the proposed framework for churn management in SaaS B2B companies

is presented.
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Figure 18. Proposed churn management framework

Business process management, which means analyzing, designing and improving business
processes, involves a continuous cycle of development, which is why churn management
process framework is presented with iterative cycle. Identified customer churn signals,
which are divided into controllable and non-controllable signals and identified churn
management actions, which are divided into preventive and proactive actions. After
identifying controllable signals and preventive actions, they are linked together for
proposing suggestions on actions for each churn signal. Resources are always limited, which
is why customers are tracked with data analytics and targeted based on their likelihood of
benefitting from the churn management. Identified proactive churn management actions and
proposed preventive actions are performed for the selected customers and then they are

evaluated for effectiveness and impact. The effectiveness of which actions work with which
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signals can be further analyzed and new signals and actions can be identified. The phases of
the churn management framework are presented in more detail in the following chapters.

The elements of the framework which include findings from empirical research from the
case study are summarized in Table 6. The empirical results were used to categorize the

steps.

Table 6. Contents of proposed churn management framework, which include findings based on empirical
research

Step Categorization Content
Identify signals of churn Influenceable Vs non | Identified customer churn reasons
influenceable churn signals and signals

Identify  actions for churn | Preventive vs proactive churn | Recommended activities

management management actions
Proposal for linking signals with | Theme factors Suggestion for what to do when
actions signals appear

The chapter consists of 5.1 Identifying, consisting of 5.1.1 Identifying the signals of
customer churn and 5.1.2 Identifying activities for churn management, 5.2 Proposal for
linking signals to actions, 5.3 Selecting customers to target with data prediction models, 5.4

Executing churn management actions and 5.5 Evaluating impact of churn management.

5.1 Identifying

The main area of the framework includes identification of factors. Identifying phase of risk
management aims to gain a common understanding of threats and possibilities by searching
the sources of risk and responses and classifying them (Ward, 1999). In this case, the first
identification focus is on signals of churn, and the second identification focus is on
understanding the actions which can be made, which are divided into preventive and

proactive actions.
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The reasons for customer churn can be divided into two sections, those that can be
controlled by the SaaS vendor and those that cannot be controlled (Tamaddoni Jahromi et
al., 2014). Churn management activities are divided into preventive and proactive, based

on at which point they should be performed.

5.1.1 Identifying the signals of customer churn

Identification of customer churn signals topology consists of common reasons for customer
churn in the context of B2B SaaS companies. Signals are first divided into two groups based
on whether a company can influence the churn signal or not. For example, customers’
internal problems such as financial difficulties are not something that the company can
influence, because if the customer is on the edge of bankruptcy, the company cannot give
that many discounts that it would influence the customer’s decision, and especially in the
long run. On the other hand, the customer not finding the solution provided valuable enough
is a churn signal to which company can react to and take actions to prove the worthiness of

the solution. Division into non-controllable and controllable is based on empirical findings.

The root causes for each signal are meaningful to study, because one of the biggest problems

with churn prevention is the timing. If the signal is already showing, it might be too late to
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react, which is why it’s important to focus on proactive churn prevention. Studying the root
causes for churn signals can help predict the occurrence of the churn signals earlier. Reason

to churn can be visible through many different churn signals before the churn risk happens.

5.1.1.1 Non-controllable indicators of churn

Recognizing non-influenceable churn helps to target companies’ resources away from dead-
end customers and might even guide the company to let go of customers that are taking more
resources than bringing in revenue. Non-influenceable signals of customer churn can be
something totally out of the vendor’s influence and control or it can take too many resources
that it is not worth interfering with. Non-controllable churn can also be involuntary churn,

which is when customers have no choice on whether to churn or not.

IT vendors must understand which customers are out of their influence due to the customer’s
own reasons. Tracking the presented non-controllable customer churn signals and
understanding the customer situation in a wider perspective can help understand where the
company can influence and target churn prevention activities. Communicating with the
customer and following the news about the customer can reveal insights into changes within
the customer’s business. Some of the non-controllable indicators of churn are still within the
influence of the vendor, but they require more resources or perfect timing. Identified non-

controllable indicators of churn from empirical findings are presented in Table 7.

Table 7. Non-influenceable indicators of customer churn

Factor Descriptions
Financial state of the Customers face financial challenges that make continuing the SaaS service
customer impossible or requires decreasing of licenses, services or modules.

Project nature of customer’s | Seasonal or project-based customers completing their work, regulatory or

business or industry policy changes forcing discontinuation.

External market changes Broader economic or environmental shifts such as recession, inflation,

layoffs, or workforce reduction leading to fewer purchased licenses.

Mergers and acquisitions Customer organization is acquired or merged and the decisions to replace

products are made by a parent or international parts of the company.
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Top management When customer’s new management or global IT leadership takes over, they
involvement may mandate product changes for standardization or strategic reasons,
regardless of user satisfaction and are typically non-negotiable from the

vendor’s perspective.

Competitive dynamics Contractual requirements or constraints can lead to customer churning,

especially in public sector competitive bidding processes.

Customer declared churn Customers explicitly communicate their decision to leave which is often

irreversible as the decision can be made long before notification.

The findings indicate that several external and strategic factors influence customer churn
beyond the vendor’s direct control. Financial challenges may force customers to reduce
licenses or discontinue services, while project-based or seasonal business models naturally
limit long-term retention. Broader market conditions, including economic downturns or

workforce reductions, also impact renewal decisions.

Additionally, mergers, acquisitions, and management changes can result in product
replacement or standardization decisions which lead to customer churn. Competitive
dynamics, such as exclusive contracts with alternative providers, further contribute to churn.
Finally, customer-declared churn represents cases where exit decisions are made well in

advance, leaving limited opportunity for intervention.

5.1.1.2 Controllable indicators of churn

Influenceable reasons of customer churn consist of multiple factors. Table 8 presents the
churn signals, to which the SaaS vendor can have influence whether the customer would

churn or not.

Table 8. Controllable indicators of churn

Factor Description
Failed implementation Customers do not do production go-live or implementation is stalled
Adoption challenges Adoption challenges include lack of mindset and usage

Users lack product mindset/change | Users do not understand how or why the product works they way it

management does and why they must use it

Product is not optimal for use case Customer’s use case is not part of product’s core features
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Narrow use case easy to replace If the use case is too narrow in use or in purpose, then it is easy to
replace with other products. For example, if the product is only used
for one thing but it could also be done with other already existing

product

Solution complexity If solution is too complex, it is hard to maintain, can be overly
customized, too old technically or business-wise or difficult to use

due to user experience being too complex

Customer does not fully utilize all If customers do not utilize all core features, they might feel like they

features are not getting the full value of the product

Solution is not configured If the configuration of the solution is not done optimally, there might
optimally be unclear structures and difficulties in usage

Customer does not realize value Customers do not find the system useful or easy to use compared to

price, customer does not see return of investment

Vendor relationship If vendor is difficult to work with, customer might want to change

the provider

Usage decreases If the usage is declining, it’s a sign that the customer is not using the
solution as much anymore, or not all users are using it, which can

lead to decreases in licenses

Constant technical issues If customer gets constant technical issues with the solution, they

might want to change it

Failed implementation or adoption challenges describe early-stage risks of churn, because if
customers do not proceed to implement the solution to production use or struggle with
adoption, for example with lack of mindset and change management required for the product,

the customer is less likely to realize the value of the product.

Churn risk also increases when the product is not well aligned with the customer’s use case,
or when the use case is too narrow and easily replaceable by competing solutions. Solution
complexity and non-optimal configuration can lead to usability issues, reinforcing
perceptions of limited value. Customers who do not fully utilize the product’s core features
might fail to experience its full benefits, which can lead to decrease in satisfaction and

retention.

Other identified factors include poor relationships with the SaaS vendor, declining usage,
and continuous technical challenges, all of which weaken the willingness to use the product.
Churn risk includes customers not perceiving the return of investment from the product

usage.
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5.1.2 Identifying activities for churn management

In this chapter, the actions recommended for churn management are presented. Actions are

divided into preventive and proactive actions based on when they are performed. Preventive

actions are a guide to tasks when certain churn signals arise. Actions to increase customer

satisfaction can be quite small such as improving solution usability for end users, or larger

activities, such as a whole project for building a new solution to replace the old legacy

solutions. Proactive retention actions are done during the customer success and service as an

on-going actions to prevent even the opportunity of churn signals from happening.

Some of the actions can be used in both preventive and proactive manner. For example,

tracking customer product usage data is a method which can be used proactively to notice

the usage rate, but also as a preventive action to measure change in usage after training, and

focusing the data on the features presented in the training.

Division into preventive and proactive actions is based on interview findings.

5.1.2.1 Preventive churn management action

Preventive churn management means actions as a reaction to a signal. Preventive churn

management actions are presented in Table 9.

Table 9. Preventive churn management actions

Factor

Description

Revisit use case to customer’s

current business needs and solution

If customer is unsatisfied with the solution, the current solution
should be evaluated to confirm the use case, usability and usage
match. Re-evaluating the solution can mean checking requirements

and use case are updated to customer’s current business processes.

Analyze solution optimal

complexity

Checking if the customer solution is too complex or too narrow that

it would cause complexity challenges to users

Provide support for customer-led

development

If customer has customized and developed the product by
themselves, offering help for the architecture design and usability

can increase the solution success

Provide success case example

stories in same industries

If customers are hesitating or do not see value of rebuilding the

solution or building a new solution, provide success stories with
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similar solutions, preferably in same industry to proof value of

investing resources

CSM value conversations Success plan helps CSM to have value conversations and track the

goals and value of the solution to convince customers

Expand product stickiness Products which are more widely and in more depth adopted and are

part of essential core processes, are more difficult to change

Create support material Support material for competitor discussions can help prepare

arguments and show value and strengths of company solution

Revisiting the customer’s use case ensures that the current solution aligns with evolving
business needs and processes when challenges or unsatisfaction arises. Regular evaluation
of solution complexity helps maintain usability by avoiding overly complex or narrowly
defined solutions or notice how use cases could be extended. Providing support for

customer-led development can enhance solution quality and ensure sustainable architecture.

Sharing industry-specific success stories and engaging in customer success management
value conversations help demonstrate tangible outcomes and maintain strategic alignment
for the customer. Increasing product stickiness by embedding the solution into core business
processes can further strengthen the product’s position in the customer organization and
increase retention, as deeply integrated systems are less replaceable. Developing support
materials for competitive discussions prepares company’s teams to articulate the solution’s

value and differentiation effectively.

5.1.2.2 Proactive churn management actions

Proactive activities are actions which can be taken so that the churn signals would not arise.
Proactive churn management helps with retention and building a stronger customer

relationship. Proactive churn management actions are presented in Table 10.

Table 10. Proactive churn management actions

Factor Description

Prepare for renewal meeting early For large customers, prepare for renewals meeting by aligning with

all internal stakeholders
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Prioritize customers to target

Analyze customers who should be targeted for retention activities,
for example, which customers would not be triggered by

improvement suggestions when their inertia is disrupted

Communicate more with the

customer

Keep communication up with customer business side, visit

customers on-site if necessary

Streamlining internal architectural

mindset

Design only scalable and maintainable architecture for solutions

without too much customization that could be difficult to maintain

Create churn prediction model

Utilize customer data and reference customers to create triggers for
usage churn signals and identify customers who are at churn risk

based on data analysis

Create ideal customer profile

Identify ideal customer features, use cases and industries that best

success with product

End user training

Educate customers efficiently and meaningfully, invest in end user

training

Manage customer expectations

Sell the right thing and ensure that the customer understands the

product possibilities and functionalities

Automate internal processes

Automating internal processes and actions which do not directly

generate value help to create time to contact customers more

Internal communication

Ensure clear documentation and project handover practices,
communicate with all internal stakeholders within the customer

project

Ownership of churn

Someone needs to own the churn so that there’s responsibility for it

Change management for customers

Create a plan for change management for customers, such as

involving end users in project phase, motivating the purpose of the

product for the business value

Early preparation for renewal meetings and prioritization of target customers enable
proactive engagement with high-value customers. Maintaining regular communication with
customers, including on-site visits, strengthens relationships and trust. Internally, focusing
on a scalable architectural mindset and improving internal communication on customer work
and documentation regarding projects can help increase solution quality and consistent

customer experience.

From an analytical perspective, developing a churn prediction model and defining an ideal
customer profile support data driven decision making. Enhancing customer education and
expectation management ensures that users understand the product capabilities and derive

intended value. Process efficiency can be improved by automating tasks that do not directly
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create value, allowing more time for customer interaction. Defining clear ownership of churn
promotes internal accountability over customers. Structured change management practices

for customers help to support smoother adoption of new product.

5.2 Proposal for linking signals to actions

The purpose here is to create a recommendation for linking churn signals to suitable actions.
Creating a proposal for connecting churn signals and actions is meaningful for example to
be able to have starting points to test the data significance between some signals and
proposed actions. This proposal can be used for SaaS B2B companies to try in their context
and validate the relevance between the signals and proposed actions. Findings from the
empirical study and previous literature were connected to creating a framework for churn
management contents. The recommendations are presented based on identified themes.
Table of proposal for linking signals and actions is in Appendix 2. Figure 20 presents the

factors mentioned in the proposed suggestions.

Implementation Adoption Value realization Solution Use case

Vendor People and Customer
relationship and management Technical issues success
communication changes elements

Figure 20. Factors which have been suggested with churn management actions based on identified signals

Implementation

The purpose of implementation is to make a successful go-live and set the system up. Signals
of churn identified to implementation include stalled implementation or customers not doing
the business go-live at all. The root causes for this can be customer lacking resources, unclear
scope, challenges with project management and lack of top management support (Momoh
et al.,, 2010). The actions to prevent these risks from occurring include support with
implementation by providing value with implementing smaller phases first (Mehta &

Steinman, 2016).

Adoption
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The success of product adoption is made from the beginning. If after adoption does not get
to the expected level, it’s alarming that the solution is not actually being adapted to the daily
processes in customer’s daily life and operations. Decrease in usage is signal of low rate of
product adoption (Mehta & Steinman, 2016). In the adoption phase of the customer journey
map, the usage of the system should reach a certain level. The level of usage of the solution
can be compared to other reference customers, who are in the same industry, size or use case.
Identified solution in findings included interviewing end users soon after implementation to

gather end user experience knowledge and make quick changes.

Mandatory end user training and asking for end user feedback after implementation phase
were identified as important factors regarding user adoption, because if users do not know
how to use the solution they won’t use it. Customer education strategy is suggested in the
customer education playbook by Quick and Kelly (Quick & Kelly, 2022). Customer
education strategies involve elements that are already probably done by a lot of IT vendors,
such as customer support and customer managers, who teach the customers product features
and functions, but the customer education strategy makes sure that it is done systematically,
proactively and successfully. Customer education strategy helps with adoption and usage of
the solution, as well as helping customer realize the value of the solution and also to fully
utilize the features of the product. Customer education strategies pay attention to things like

what platform and methods to use for solution and product trainings.

Lack of change management was also identified in the findings and in literature (Momoh et
al., 2010) for system critical factors for solution implementation failures. Lack of
understanding purpose and value can be seen as customers not utilizing all features. If the
user does not understand what the system does to help the company’s processes, then there

might be lack of commitment to using the system fully.
Value realization

The financial return not realized was identified as one reason why customers churn. Decrease
in usage or inactivity after implementation are signals for not realized value (Mehta &

Steinman, 2016).

The customer success plan was identified as an action to help customers understand the value
and monetary return on investment on the solution. CSM is responsible for defining goals

and guides to expand use of solution and guide through adoption for time to value (Mehta &
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Steinman, 2016). Monetary incentives alone do not provide long-term retention (Hofman-

Kohlmeyer, 2016).

Project management principles emphasize a focus on value, which is the ultimate success
factor of projects, meaning that a project must continuously evaluate and adjust its alignment
with business objectives, intended benefits, and overall value. (Project Management
Institute, 2021) In SaaS context, this can mean re-evaluating the customer's solution and its
current value, as it was also identified in the findings as a solution for churn management.
IT solutions can become obsolete or not as useful as customers’ business strategies and
processes change, which is why focusing on the value of the solution even after the project
has been completed and implemented is important. SaaS business model offers continuous
support through services, which can be used to consider how to optimize the expected value
when the solution is in use. The usability of the system is important for customer retention

(Majumder, 2025).

Competitors were identified as lack of value realization and value conversations as the
solutions. Playbooks for competition discussions were suggested to help prove the value of

the solution to the customer, also in situations which happen surprisingly.
Solution

Overly complex solutions are a risk that were identified as a churn risk, because complex
solutions are difficult to maintain and use. Poorly built solutions, for example solutions built
by the customer without professional guidance, were identified as another risk, which could
be avoided by customers accepting architectural guidance. Over-customization is not
recommended (Aslam, 2023). Aslam (2023) identified a challenge if customer is not
involved in the initial requirements state to discuss customization, which can lead to later
challenges. Managing customer expectations regarding the product fit and core features was
also identified as solution. Identified action against overly complex solutions was defining
an ideal complexity of solutions in certain context, such as other customers’ solutions within

the same segmentation. Segmentation can be by the use case, industry or size.

Solution complexity challenges include also the size and depth complexities by usage and
organizational level. Narrowly spread or narrow use cases are easier to replace with other
systems. Identified solution for narrow solutions is making the solution stickier and upselling

to expand the use case. Expanding the use case and the stickiness of the solution was
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identified to provide more value. Customers are more likely to renew IT service, when they
are using a wider range of services (Wangenheim et al., 2017) and customer should be guided
on expanding product usage (Mehta & Steinman, 2016). More business critical solutions

were identified to be stickier in the empirical findings.
Use case

Product or solution not being optimal for the use case were identified as a churn reason.
Signal of that can be that customer does not understand the core features of the product
accurately or asks for features that are out of scope of core functionalities (Mehta &
Steinman, 2016). This also relates to managing customer expectations. Sales should target
ideal customers, which are likely to succeed with the product. Ideal customer profile allows

focusing on customers, who fit within the product’s market-fit

Re-visiting customer’s use case regularly helps to keep it updated to customers’ business
processes. Business strategies and processes change, and if the solutions do not change and
update at the same time, then after a while there’s a risk that the solution will expire in

business sense and it might be difficult to update.
Vendor relationship and communication

Identified risks related to customer-vendor relationship were that the customer does not want
to work with the vendor because it’s difficult. Signals of that can include direct or indirect
negative feedback about vendor’s team, which can be managed by changing team members
(Mehta & Steinman, 2016). Another identified solution for communication and building
personal relationships with customers was to visit customers more on-site to gain better
understanding of customer’s situation and have more open conversation about challenges
and development ideas. Developing a customer journey map can help achieve a coherent
customer experience for the customer and help the case company align their internal
departments and communication to keep the customer journey map touchpoints informative
about each interaction and think of the customer’s perspective (SAP, 2022). Creating a
customer journey map especially for customers who are at churn-risk might help to

understand the customer frustrations.

The customer’s business functions must be involved in the development process, because
they provide the existing business processes of the company. Customer’s IT departments

alone cannot provide the necessary business functions to make efficient service, so it is
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important to have relevant customer stakeholders available from business perspectives. Top

management support is critical success factor in implementing system (Momoh et al., 2010).
People and management changes

Changes in project team or customer key users were identified as a churn risk signal. In order
to be prepared for project sponsor or power users leaving, vendor should keep a relationship
with the customer’s top management and make sure that more people than one in customer
organization know the solution (Mehta & Steinman, 2016). Changes in customer
management and acquisitions were also identified as a churn risk. New leadership can drive
the customer’s strategy and systems to a different direction, which can lead to churn unless
the value of the solution can be presented and proved to the new leadership (Mehta &

Steinman, 2016).
Technical issues

Constant technical issues were raised as a churn risk. Increase in support tickets is a signal
of customers being affected by poor performance or quality of the system (Mehta &
Steinman, 2016) Customers should upgrade their product regularly to supported versions
and vendor should aim to correct technical debt in the solution and communicate about

product improvements and upgrades.
Customer expectations

Managing customer expectations during different phases of the customer journey map, such
as awareness during sales and implementation with the project team, were identified as churn
risk points. Managing customer expectations on needed resources, product features and or
project outcomes. Customer might not be ready for workload during the project or
understand the minimum viable product (MVP) model. Proposed solutions include
implementing smaller phases of processes at time to manage customer resources and

utilizing statements of work documents for project expectations.

If customers keep asking for features on the product that are not part of the product’s core
features, the customer might have a lack of understanding of product capabilities. Sales and

project team should manage customers’ expectations on what the product can and cannot do.

Customer success elements
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Identified challenges for customers are lack of service, which can be managed by ensuring
that sales sell continuous packages for customers to improve development of the solution.
Identified challenges also include, if the customer has been without care or without service
for a longer time. Regular check-ins, such as visiting on site, can help keep contact with the

customer’s situation.

Changes in usage or customer behaviour, such as decrease in usage can be managed by
tracking data and reaching out proactively according to the data outcomes. Churn prediction
models help to predict customer churn and select which customers to target with retention
actions. Prediction models should be used to gather different data points that analyze the
potential churn risk. The prediction models could be used to also to analyze the solution
complexity or usage, based on the data gathered from the customers’ solutions. SaaS solution
complexity compared to time could be a way to predict the solution’s usefulness for the
customer. The complexity should be related to the customer’s business changes over time,
so that the solution stays relevant even after changes in strategy and the technical solutions

do not expire.

5.3 Selecting customers to target with data prediction models

The next step of churn management framework includes selecting the customers to target
with churn management actions and retention incentives. The potential at-risk customer
cases must be found. Customers should be distinguished into churners and non-churners
before targeting customers with incentives (Tamaddoni Jahromi et al., 2014). Churn
management framework includes a prediction algorithm (Ghorbani & Taghiyareh, 2009).
Prediction model needs to be developed, and it should be performed for all customers, to
find out which of the customers are at risk or could benefit from proactive retention actions,
even when not at risk of churning. Different data prediction models have been studied to

find churn predictions (Kolomiiets et al., n.d.), Calli & Kasim, 2022).

In a schematic representation of churn management process by Ljubici¢ et al. (2023)
includes a churn prediction process for all customer base, which leads to predicted churners,
to which the retention campaign is targeted. Out of the at-risk customers, those that should
be targeted need to be selected, as not all customers should be targeted. Customers should

not be targeted with retention management based on who is at the highest risk of churn but
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instead based on the sensitivity to the intervention based on a pilot field experiment. The
customers to target with proactive churn management should be those whose tendency to
churn will decrease to the response of the intervention actions despite the customer’s risk

level. (Ascarza, 2018)

Understanding which risks are important is part of risk management process (Ward, 1999).
High-value customers have a higher impact on the company’s revenue, and they might be
more likely to expand, upsell and advocate if retained, because in high-value customers, the
solution might be widely spread and sticky in the organization’s processes. Targeting
potential churners with highest potential of profit is a way to increase revenue (Tamaddoni

Jahromi et al., 2014).

5.4 Executing churn management actions

In this phase of the framework, the goal is to implement the churn management actions. The
actions can be either proactive or preventive. Overall, the proactive churn management
activities will be always performed to customers, to increase customer retention and
customer success. Preventive churn management activities are performed when the signal of

customer churn is noticed.

5.5 Evaluating impact of churn management

Managing means monitoring the process and developing it continuously (Ward, 1999).
Evaluating impact of churn management means how well the churn management process
succeeded and what changes need to be made. Iterating and managing the churn management
process by improving the prediction model, data utilization and ensuring that the process is
applied in practice. The evaluating can mean developing the proposed signals and actions.
Managing churn management process includes regularly tracking and contacting customers
to evaluate the impact of performed actions and whether the company reaches the expected

outcomes of the churn management.
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6 Evaluation of the framework

In this chapter, framework validation with the case company through validation workshop
results will be presented. The aim of the validation workshop is to validate the framework
and notice which aspects of the framework are specifically interesting, valuable and useful

to the case company.

The validation of the framework focused on Figure 18. Proposed churn management
framework to validate how it relates to the case company’s business needs. The evaluation
of the framework was done by two managers and one consultant from the case company’s
services department in an hour long validation workshop through Teams meeting. The
overview of the framework phases was presented, after which the following topics were

discussed:
e Clarity of the framework
e Practical relevance
e Ease of framework implementation
e Expected business impact
The validation workshop had support questions to help guide the conversation:

¢ Do you find the framework for identifying churn signals and churn activities suitable

for your company?
e What do you find missing from the framework?
e How would you improve the framework?
e What would be specifically useful for our company?

e How can the framework be implemented in your company in practice?
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Feedback and discussion based on the validation workshop was useful to evaluating how
impactful the framework would be in the case company. The detailed findings of the study,

such as identified signals and actions were not presented and validated.

6.1 Signal identification

Identifying customer churn signals early is seen as a crucial for the company. Early
recognition enables proactive and responsive actions rather than solely preventive ones.
While actions can always be determined once a situation has developed, detecting the
underlying signals in time is considerably more challenging. The key question is how to
utilize data in an automated and unambiguous way to determine what exactly needs to be

done.

6.2 Customer segmentation

Customer segmentation was seen as important in the identification phase, because different
type of customers, for example based on customer size, can react differently to different
signals. Therefore, it is essential to design and implement the right metrics and
measurements of signals within different customer segments. The goal is to make the churn
management process as systematic and automatic as possible. Effective segmentation would
help balance personalization and scalability, ensuring that the company avoids unnecessary

over-customization and create efficient and automatic data analytics.

6.3 Data analytics

Data analytics has been identified as a key development area, and projects are already in
motion to enhance analytical capabilities and data-driven practices. However, there are
recognized opportunities for improvement, particularly in tracking customer signals and
understanding how to leverage data analytics for decision-making. Although some metrics

have already been defined, the challenge lies in connecting and interpreting them



95

meaningfully. A single metric does not necessary provide a comprehensive view and
therefore it would be more insightful to combine multiple metrics together. The data metrics
were also noted to sometimes not fully describe the actual situation with the customer, so

the false positive effect of data metrics should be studied.

6.4 Customer lifecycle integration

The proposed framework would be valuable when integrated with the different phases of the
customer’s lifestyle. For example, customers at varying stages, such as those who have been
with the company for seven months versus seven years, exhibit distinct signals and require
tailored actions. For example, decrease in usage or adoption of seven-month-old customers
and seven-year-old customers has different signals and different preventive actions.
Incorporating lifecycle stages into the framework would enable more targeted and effective

interventions.

6.5 Evaluation of churn management impact

Evaluation of impact phase of the framework was seen as useful and important for the case
company. At present, the company does not efficiently evaluate the impact of churn
management activities. While churn actions are identified and implemented, their expected

outcomes and effectiveness are not systematically studied at the moment.

6.6 Implementation of the framework

The case company sees that implementing of the framework would best begin with one
organizational unit, specifically services organization. One mamager said churn to be owned
by renewals department. Implementing the framework in services department would also
increase emphasis on customer adoption success and strengthen cross-functional
collaboration. Importantly, data sources must be integrated from all parts of the organization

to ensure a comprehensive and unified view of customer signals and behaviors.
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7 Discussion

The discussion chapter aims to answer the research questions (Chapter 7.1) and present the
theoretical implications (Chapter 7.2) and managerial implications (Chapter 7.3) of the
research. The findings from the case company are interpreted against the literature on churn
management. The framework provides an understanding of churn signals and how to manage
them. The discussion includes context specific highlights regarding the case company and

B2B SaaS companies.

7.1 Findings to research questions

The results for the research questions are presented in this chapter. The first research

question was:
1. What signals of customer churn can be identified from B2B SaaS companies?

The reasons for customer churn can be divided into two sections, those that can be controlled
by the SaaS vendor and those that cannot be controlled (Tamaddoni Jahromi et al., 2014). It
1s important to differentiate between those signals which have the potential to be influenced

by preventive actions, because resources are always limited and must be prioritized.

Non-controllable signals of customer churn identified in the interviews with the case

company:
o Financial state of the customer
o Project nature of customer’s business or industry
o External market changes
e Mergers and acquisitions
e Top management involvement

o Competitive dynamics
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e Customer declared churn

These have also been identified in literature as churn reasons. Financial state of the customer
means that sometimes the product is too expensive. External market changes can change the
way customers renew their licenses. Only monetary incentives do not generate retention in
long run (Hofman-Kohlmeyer, 2016), which is why financial state of the customer is not

something that the SaaS vendor can influence.

The project nature of the customer can affect the usage and lifetime of the customer, which
was not identified in the related literature in this study. The customer’s project nature can
also be seen in B2C context, when consumers only purchase products for limited time or
period. In SaaS context, the scalability of the product is a way to offer the same product for

customers at different project stages, for example from project planning to maintenance.

Acquisitions or leadership can lead to customer using a different solutions (Mehta &
Steinman, 2016). Changes due to customer top management or mergers and acquisitions are
an opportunity for SaaS companies to expand, but sometimes the customer decisions to
churn are made even when the customer satisfaction is high. Some of the identified non-
controllable churn signals are related to behavioral loyalty, which means that the customer
is loyal because they need the service or it is simply the only convenient option available
Mehta & Steinman (2016). If customer is only using the product out of convenience or
because there’s no other options, it is difficult to keep the customer loyal. If customer has
declared their aim to churn, there is not much that can be done, due to SaaS B2B IT products
being large investments and decisions are not made lightly and involve managemental

decisions.
Controllable signals of customer churn identified in the interviews with the case company:
o Failed implementation
e Adoption challenges
o Users lack product mindset/change management
e Product is not optimal for use case
o Narrow use case is easy to replace with another product

e Solution complexity
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o Customer does not fully utilize all features
e Solution is not configured optimally

o Customer does not realize value

e Vendor relationship challenges

e Product usage decreases

e Constant technical issues

The controllable signals of customer churn can be influenced through actions and

improvement actions.

Challenges with product adoption and implementation are critical for B2B SaaS companies,
because if the users don’t adopt the product into their processes or they never start using it
properly in production, there’s a risk of churn. Low rate of product adoption and performance
issues are a reasons for customers to churn (Mehta & Steinman, 2016). Time-to-value is a
concept in SaaS companies, which defines the time it takes for customer to realize the value
they are getting from the product. Limited product training, lack of change management and
lack of top management support are reasons for implementation failures with ERP solutions

(Momoh et al., 2010).

The SaaS product complexity and extent of its use case as a the solution are also identified
as important. There’s a churn risk if the solution is configured to be difficult to maintain, too
complex to use or the solution is so narrow that it is easy to replace with other systems. Too
many product features might cause dissatisfaction and the features which attract new
customers can be different from the features which retain existing customers (Hamilton et
al.,, 2016). In the SaaS context, the configuration of the product for customers is an
advantage, but overly customization of solutions should be avoided due challenges in
maintenance and unnecessary complexity (Aslam, 2023). For the customer, the scalability
of the SaaS solutions might cause that the customer is not getting enough value of the

product, if they are only utilizing limited aspects of the available features.

Lack of end users’ product mindset and lack of change management in the project phase are
also signals that can influence the adoption success. The lack of product mindset can be

special for the case company, because the product can be counterintuitive for new users, and
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especially for users who have used different products for a long time, which can be controlled

by change management and user training.

The customer-vendor relationship is also something that might be a challenge sometimes.

The human factor can be solved with replacing team members (Mehta & Steinman, 2016).

Financial return not realized can be noticed from churn signal of decrease in usage or
inactivity after signup, to which CSM team can take action to prevent the churn by defining
customer’s goals and guiding customer with adoption and expanding use of products (Mehta
& Steinman, 2016). In SaaS solution, customer usage is important, because online usage
patterns can indicate churn and models can be used to identify significant software features
(Yizhe Ge et al., 2017). If users do not use the product, they cannot get the expected value

out of'it, and the SaaS companies depend heavily on the recurring revenue.
The second research question was:

2. What preventive and proactive actions can be taken to prevent customer churn in

B2B SaaS companies?
Preventive actions for churn management identified in the interviews:
o Revisit use case to customer’s current business needs and solution
o Customer success management value conversations
e Expand product stickiness
e Analyze solution optimal complexity
e Provide support for customer-led development when needed
e Provide success case example stories in same industries
e Create support material

Expanding the stickiness of the solution by ensuring that the product is part of customer’s
core processes and widely adopted across the organization. Customers not realizing the value
of the solution can be due to many reasons, but it should be easy to prove and highlight the
benefits of the product against competitors. Providing value conversations to prove and

measure the value of the solution for the customers. The literature aligns with the likelihood
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of customers renewing their IT service, when they are using wider range of services

(Wangenheim et al., 2017).

Solution complexity relates to the end user experience and the overall architecture and
maintainability of the solution. For end users, easy to navigate, visually appealing solution
and optimized performance are important (Majumder, 2025). Analyzing the optimal
complexity and developing the product and configured solutions to align with best practices
can reduce complexity. Some customers prefer to configure their product by themselves, but
offering architectural guidance can help to create sustainable solutions in the long run. When
customers do need some changes for the solution, being able to provide example success
stories of other customers as reference case studies can prove the effectiveness of continuous
development of the SaaS solution. B2B SaaS solutions can be large investments for

customers, so being able to see the outcomes of case studies can help with decision making.

Key factors for loyalty include attitude, satisfaction, trust and commitment (Hofman-
Kohlmeyer, 2016). CSM aims to increase customer value and value that the customer gets
from the system (Mehta & Capote, 2024). Understanding the customer’s requirements and
SaaS vendor being fast to react to challenges customers phase help to provide value for
customers. Having other support material prepared can also be useful with customer
discussions, especially in B2B SaaS context, because it creates a more stable experience for
the customer as discussions can happen suddenly and require a lot of information from the

vendor so material for different challenges offers a fast reaction from the SaaS vendor.
Proactive actions for churn management identified in the interviews:

o Prepare for renewal meeting early

e Align internal communication

e Prioritize customers to target

e Communicate more with the customer

e Automate internal processes

o Streamlining internal architectural mindset

e Create churn prediction model

o Create ideal customer profile
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o End user training

e Manage customer expectations

e Define ownership of churn

o Change management for customers

Proactive actions aim to actively improve customer experience instead of reacting only when
challenges occur. Schleckser (2023) recommends SaaS companies to focus on social and

technical elements of customer relationship when wanting to increase customer retention.

Preparations for customer renewals meeting in advance helps SaaS vendor to align internally
and be prepared for customers. This is also related to overall alignment of internal
communication, such as future development ideas for customers, for smoother customer
experience and help SaaS vendor to notice possible challenges and react early for them
instead of customer rising the issue. Prioritization of customers to target with incentives is
essential for SaaS companies, because resources available are limited. Increasing customer
communication is one method for understanding the customer’s situation. Automating
internal processes can allow more time to have valuable conversations with customers. The
customer retention strategies must be aligned with the overall marketing strategies (Ascarza

et al., 2018).

Internal improvement actions include alignment of product architectural methods to create
sustainable solutions. Creating churn prediction models can help SaaS vendors to react to

significant churn risks earlier.

Product market fit helps companies to focus resources on customers who are likely to have
higher lifetime value (Mehta & Steinman, 2016). B2B customers often require tailored
solutions and misalignment in the solution can lead to dissatisfaction and customer churn.
For SaaS context, the product market fit is important considering scalability and

customization challenges.

Focus on customer training from the beginning is a proactive way to help with customer’s
adoption of the SaaS solution. The customer education playbooks include customer training

strategies with help with retention (Quick & Kelly, 2022).
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Managing customer expectations is important for project success and also for the product
market fit. If the customer asks for features outside of the product’s core purpose, the
customer might not understand the product and it might be a bad fit, which is why it’s
important for sales team to sell realistic expectations from the beginning (Mehta & Steinman,

2016).

The third research question was:
3. What practices are needed for churn management process in B2B SaaS company?

The proposed churn management process is presented in Figure 21.

Identify
churn
signals and
actions

Evaluate Propose
impact of link for

churn signals and
management actions

Track data
and target

Execute
actions customers

Figure 21. Churn management process framework (simplified version)
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The framework for the practices that would be important for churn management was created
from the literature and based on what was seen as important in the empirical data. The churn
management process consists of the following iterative phases: identification, linking,
targeting customers and data analytics, executing actions and evaluating the impact of the

process.

Identification of churn signals and actions phase includes identifying churn signals, which
are divided into those that can and cannot be controlled by the SaaS company and identifying
churn actions, divided into those that are preventive and those that can be done proactively

to prevent churn.

Linking signals with actions phase means identifying churn signals and connecting them
to suggested preventive churn actions. This works as a phase to identify what can be done,

when churn reasons are noticed.

Targeting customers and data analytics phase focuses on selecting customers that would

best benefit from the churn management and would create most value when targeted.

Executing actions phase means that the identified suitable proactive and preventive actions

are performed for selected customers.

Evaluating impact of executed churn management actions analyzes what impact each phase
has on churn prevention, and what aspects should be further considered in the process to

gain best process for churn prevention.

Dedicating an owner to the process was identified as a useful requirement to ensure success
of the churn management process during the validation of the workshop. Top management
support, aligning goals to strategic planning, clear defined responsibilities and continuous
measurement and monitoring are success factors for business process management (Castro
et al., 2019). Utilizing data analytics and evaluating the impact of performed actions were

also seen as important features by the case company.
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7.2 Theoretical implications

The theoretical implications chapter consists of evaluating the alignment of existing studies
and the results of the study. The study aims to address the identified churn signals and churn

management framework from the perspective of the SaaS B2B provider.

This study uses the term churn identification instead of churn prediction, as the latter implies
quantitative modelling. The qualitative approach focuses on understanding the
organizational and behavioural aspects of churn management rather than forecasting
outcomes. The developed framework offers a conceptual basis for identifying key
components, actions, and signals related to churn. The empirical findings with the case
company are presented as hypotheses to be later tested and validated with customer data.
The framework suggests that effective churn management requires both qualitative insight
and quantitative validation, by including both identifying and linking of identified factors,
as well as to utilize data analytics to select which customers to target and for evaluation of
the impact of churn management process. The framework thus serves as a theoretical guide
for connecting data analysis with contextual understanding, supporting future research and
the company’s data team in refining churn prediction and prevention efforts. The
combination of understanding the identified churn signals and actions is important, because
the business model is based on recurring revenue. If the awareness of the challenging and
risky cases helps to identify them faster or even proactively with data analytics, then the
identification of churn cases can help to learn for future customer cases and increase

retention.

Based on the previous studies on identifying churn signals and actions, there were mostly
studies regarding the predictive analytics of churn prevention. The framework provides a
new method for overall churn process with focus on identifying of signals of churn and
actions to prevent it. There were studies found regarding churn management framework
(Ghorbani & Taghiyareh, 2009), churn management process (Ljubic€i¢ et al., 2023) and risk
management process (Ward, 1999), but the proposed framework in this study aims to clarify
the churn management process framework, especially in the context of B2B SaaS. It is
important to select and choose which customers will be targeted at (Tamaddoni Jahromi et
al., 2014), with what plan (Park & Ahn, 2022) and to whom the initiatives will be performed,

as not all customers should be targeted to save resources and avoid interrupting customer
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inertia (Ascarza, 2018; Ascarza et al., 2016; Mitchell, 2020). The framework complements

the studies regarding selection of which customers to target as important criteria.

The empirical results of the identification phase of the framework propose results for linking
signals of churn and actions to prevent churn. Specific actions are corresponding to current
literature about identified churn indicators and actions against them by Mehta & Steinman
(2016). There were not many existing qualitative studies, especially regarding actions to
preventively and proactively manage churn. The results of this study extend the identified
churn signals and churn management actions in B2B SaaS context through the case

company, but some of them can also be applied to other companies, such as B2C context.

7.3 Managerial implications

Managerial implications describe how the framework practices can influence how things are
organized in the case company and what are the implications of it in the case company’s

context based on the empirical findings and the evaluation of the framework.

7.3.1 Define the ownership of churn

The findings revealed that ownership and responsibility for customer churn were understood
in multiple ways across departments and roles. Some employees viewed churn as primarily
a customer success or renewals responsibility due to employee performance metrics they
have regarding churn and retention, while many saw it as a somewhat company-wide
responsibility shared across product, marketing, and support, services or basically all
customer-facing roles. The top management of the company defines renewals to be owner
of churn. This variation suggests a lack of unified strategic alignment on ownership of churn

management.

Furthermore, mental ownership, the feeling of personal responsibility toward customers or
outcomes, emerged organically in the company culture. Employees close to customers, such
as in service managers or architect roles, might experience a stronger sense of mental
ownership or feeling of responsibility towards customer to success. The organically found

mental ownership formed in the organization culture should be aligned with strategic
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definition of churn responsibility in the organization. Without this alignment, individual
initiative may not translate into systematic churn prevention. The responsibility to the owner
might also be unclear, if there’s no one to report about churn. Clear documentation of roles
and responsibilities is recommended for SaaS organizational guidelines (Aleem et al., 2019).
This can help to determine how churn is managed in the company. Understanding the churn
prevention methodology should be aligned with the whole organization, so that everyone

would know how their actions play alongside each other.

Defining the ownership of churn management and ensuring that everyone in the company
knows which roles and departments are responsible for churn and what actions that require

and how others can help achieve it.

As identified in the empirical results, ownership must be declared for churn. For successful
churn management process, the recommendation is to dedicate an owner for customer churn
management process, whose responsibilities include ensuring that the churn signals are
identified and followed, and the recommended actions are performed accordingly. Reporting
regularly churn management activities to the process owner makes sure that the activities are

performed based on the selected strategy and approach.

In the context of B2B SaaS companies, the dedicated owner of customer churn is important,
because customer retention is significant for the SaaS business model. Customer churn is a
challenge for everyone, but when there’s an owner, the cross-functional coordination
between different organizations could be better aligned and the responsibilities are clearer.
The organizational structure of SaaS companies suggest that owner of customer churn could

be customer success management or revenue organization.

7.3.2 Target customers based on data analytics and strategy

Targeting customers is one phase in the proposed churn management process framework in
Chapter 5.3 . SaaS companies should adopt a selective and data-driven approach to targeting,
meaning distinguishing between customers who are likely to respond positively to retention
efforts and those for whom intervention may have limited or even negative impact. The
importance of targeting relevant customers has been noted in literature (Ascarza, 2018;

Ascarza et al., 2016; Mitchell, 2020; Park & Ahn, 2022; Tamaddoni Jahromi et al., 2014).
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Consideration of which customers to target with churn initiatives can ensure that efforts are
directed where they generate the greatest long-term value, which is important for customer
lifetime value in SaaS companies. Targeting customers also includes strategic decisions and
company’s overall strategy of which customer or market segment to focus on, for example,
how much resources will be spent on smaller customers or on certain customer segments,

such as industries.

7.3.3 Focus on product-market-fit and ideal customer profile

Resources are always limited, so focusing on which customers to target with initiatives is
essential in SaaS companies. Focusing on the good-fit and bad-fit customer categorization
was identified in the interview results. The results indicated that there should be focus on
identifying who are the case company’s ideal customers. Clarifying the product market fit
and ideal customer profile helps sell to customers who would be ideal for the product. It is
important because focusing on bad-fit customers takes resources away from ideal customers
and threatens their life-time value. The pre-sales phase represents a critical stage in which a
substantial portion of potential churn can already be anticipated by selecting customers who
align well with the product and demonstrate the potential for a high customer lifetime value
(Mehta & Steinman, 2016). The findings mention the importance of the sales department
targeting the right customers and ensuring that the appropriate solutions are sold to them.
When focusing on ideal customers, SaaS companies might create more immediate value for
customers and increase retention. It can also help to make marketing and sales more efficient,
which can lower customer acquisition costs, because the focus on ideal customer and good-

fit customer is clear.

7.3.4 Segmentation of customers and implications to data analytics

Customer segmentation was discussed in the framework evaluation in the context of data
analytics. Customers can be divided into different segments, because the churn signals of
different customer segments can vary. Segmentation could make data analytics more
reliable. For example, churn signals in smaller customers might be different from the larger

customers. Customers can also be segmented based on their value and potential to focus the
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increasing of customer lifetime value. In the findings, it was noted that smaller customers
might not give out any currently noticeable signals of churn, whereas for larger customers
the churn rarely comes as a surprise. It must be noted that larger customers tend to usually
have their own service managers and customer success managers, which get more
information about the customer state through human interactions, whereas for smaller
customers the human interactions are thinner. This means that data analytics can improve
the identification of the churn signals, but the data does not always describe the situation

realistically. This is further discussed as a future research point in Chapter 8.2.

7.3.5 Customer value realization through adoption and change management

Customer value realization means whether the customer sees value in the service or product
for its price. The ownership of the customer changes at the different points of the customer
journey, for example from sales to consultants and from consultants to service managers.
After the implementation of the product to production usage, there should be a dedicated
owner of the customer to track and measure the adoption of the product. The adoption phase
can be tracked by utilizing product usage data for expected level of usage at certain point
after implementation in the customer segment or by end user surveys soon after the
production go-live. Change management can help prove the value of the product to the end
users, so why is it being in use and what business value it provides. Value discussions can
also provide help for customers to realize the value of the product. Customer success
management can utilize value discussions to create measurable targets and metrics for the
usage of the product in certain time period. Change management supports users to change

their behavior to get used to the SaaS product.

One suggestion to improve customer value realization and customer retention is to divide
the action, such as proactive actions, into three different categories based on the Kano model,
which are musts, wants or exciters (Kaiser et al., 2020). Prioritizing the actions based on
their urgency helps to make correct actions and evaluate the necessary actions. The
excitement category initiatives can be taken for high value customers to increase retention.

Prioritization of initiatives can be a way to add extra value and satisfaction for customers.
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7.3.6 Create customer journey map

Case company should consider updating or creating customer journey maps to understand
the customer’s perspective in each phase of the customer lifecycle. Customer journey maps
for customer segmentations can help understand customer challenges and frustrations in each

phase and also during the churn process.

As mentioned during the evaluation of the framework, churn signals differ during the
different phases of customer lifecycle. Churn signals for newer customers and older
customers look different and they also require different actions. This is why from business
perspective it would be significant to evaluate the signals based on the customer’s lifecycle
phase. Customer life cycle phases are awareness, consideration, conversion, retention and
advocacy (SAP Emarsys, 2025). Table 11 describes a matrix, which could be used to

categorize churn signals and actions to take based on which life cycle phase they appear in.

Table 11. Example of matrix structure for customer life cycle phases and corresponding churn signals and
actions

Awareness | Consideration Conversion Retention Advocacy

Churn signal

Actions to take

Matrix would extend the current study by categorizing the identification of churn signals
based on the customers’ current lifecycle phase. This would require data analysis about the
differences in user behaviour in each phase and more data on which churn signals cause
significant risk, if they appear during a certain life cycle phase and which actions could best

prevent the risk from occurring.



110

8 Conclusions

The purpose of this thesis was to enhance the identification of churn risks and signals and to
emphasize actions that can effectively prevent customer churn. The main aim was to develop
a general framework for managing the churn process in SaaS environments. The study
accomplished to identify different signals of customer churn and different actions for churn
management through qualitative research with interviews in the case company, thereby
reinforcing existing research on the causes and signals of customer churn. The interviews
covered churn signals, actions to prevent churn and internal development aspects in the case
company. The identified activities for churn management contribute to a deeper
understanding of practical measures that can mitigate churn and support long-term customer

retention.

Churn management process framework was created based on related literature and insights
from expert interviews with the case company. The proposed framework for managing the
churn process highlights relevant practices. Churn remains one of the most significant
challenges for SaaS businesses, which makes the framework relevant. Because new
customer acquisition is expensive, sustained customer retention is crucial for long-term
business performance for SaaS companies. To respond to churn proactively and with
appropriate interventions, SaaS companies must first understand the underlying customer
motivations and early signals associated with churn. Systematic churn management is
therefore essential for effective organizational response and ongoing improvement, and the
framework developed in this study provides a foundation for such efforts. The proposed
churn management framework consists of the following phases: identification of churn
signals and actions, linking of churn signals with actions to take against them, targeting
customers and data analysis, executing actions and evaluating the impact of the churn
management process and actions. During the valuation of the framework, it was seen as
useful and the implementation of it was discussed with the case company. The theoretical
and managerial implications have been discussed. The churn management framework is
relevant to the case company, especially through the identification phase, data utilization and

evaluating the impact of the performed initiatives.
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&.1 Limitation

This study focuses exclusively on B2B SaaS companies, which limits the generalizability of
the findings. Although certain insights from the framework may be applicable to other
business models, such as B2C SaaS, this context was excluded from the research scope and

not empirically validated.

A key limitation concerns the single-company case study design. The empirical data and
validation were derived solely from one SaaS company, which restricts the external validity
and reliability of the results. Conducting additional case studies or validation workshops
with multiple SaaS companies would likely strengthen the reliability and confirmability of

the findings by allowing for cross-case comparison and broader contextual validation.

A limitation of this study is the researcher’s bias, which may introduce potential bias in data
interpretation. Although efforts were made to maintain objectivity, the possibility of

researcher’s bias cannot be fully excluded.

8.2 Future research

During the research process, many aspects of churn and retention were discussed in a
boarded concept. These were lined up to be out of scope for the thesis, but they offer relevant

topics for a better understanding of the theme for future research points.
Customer journey map

The findings of this study highlight the potential value of developing a customer journey
map within the proposed framework to enhance understanding of the customer’s perspective
in the churn management process. Mapping the customer journey can provide an overview
of customer interactions with the SaaS company and reveal critical touchpoints where churn
risk may emerge. Developing a customer journey map can help achieve a coherent customer
experience for the customer and help the case company align their internal departments and
communication to keep the customer journey map touchpoints informative about each
interaction. This would be especially meaningful to study for at-churn-risk customers, to

understand the touchpoints of which the customer goes through before churning.
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Future research could focus on identifying and categorizing churn signals according to
different phases of the customer journey or life cycle. This approach would allow for a more
precise application of churn management strategies tailored to each stage of the customer
relationship. This would be meaningful, because signals of churn and relevant actions
against them can be different depending on the customer journey phase or other

segmentation of customers, such as age or industry.
False positive signal analysis of churn metrics

In the evaluation of the framework workshop, it was suggested for future research to study
a false positive effect, where churn management metrics appear successful but do not
accurately reflect real behavior. Future research should examine which metrics truly capture
solution usage and how their relevance depends on timing and context. Data signals may not
always represent reality, and misleading metrics can create an inaccurate overview of
performance. Therefore, it is essential to investigate the relationship between metric
selection, timing, and context to ensure that the data collected corresponds meaningfully to

actual user activity and organizational outcomes.
Practical implementation of the framework

The study is only conducted through qualitative research, but implementing the framework
in practice would open possibilities to study the framework more broadly in the “track data
and target customers” as well as “evaluate impact of churn management” phases. This could
also open research for evaluating the data metrics and the usefulness of the proposal for
linking signals to actions as presented in Chapter 5.2 . The utilization of data analytics for
the proposed link between identified churn signals and actions to prevent them could offer
validation for the relevance of the proposed actions for specific signals in the case company’s

context.
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Appendix 1. Interview questions

Please introduce yourself and your role.

Theme 1: Understanding Churn & Responsibility

How do you define customer churn?

Who do you think is responsible for churn management at your company?

Based on your role, how much do you focus/work with customer churn?

What role does your team/role play in preventing churn?

Theme 2: Causes & Patterns of Churn

e In your opinion, what are the primary reasons customers churn?

Theme 3: Actions to prevent churn

e What actions do you think could help with the churn reasons you mentioned?

Theme 4: How could internal processes be improved?

e How could the company improve internal processes regarding churn management?



Appendix 2. Proposal for linking churn signals to churn management actions

Factor Purpose of factor Signals of churn Churn management actions
Implementation | Successful business | Stalled implementation or no | Support with implementation by
go-live and system | business go-live smaller implementation phases
set up providing value first, evaluate
the requirements for the system
Adoption Ensure that the | Usage does not get to | Ensure a clear training plan is
system is creating | expected level, decrease in | followed  with  the  use
value for customer | usage, increase in support | professional trainers, provide
tickets regarding lack of | help-center resources for product
technical knowledge on | and solution use case, interview
product or solution end users soon after
implementation about
improvement ideas and
usability
Lack of understanding | Organization change
purpose and value, End users | management
do not know to use
solution or product
Value Make customers | Customer says system is too | CSM value conversations, focus
realization feel the value from | expensive, Customer does | on aligning solution value to
the system not feel value from system or | customer’s business objectives
decrease in usage
Competitors Handbooks for competition
discussions
Not fully utilizing all | Expand usage of features, upsell
features opportunities
Solution Solution  matches | Solution is too complex, | Improve maintainability,
the customer’s | users do not know how to use | structure and usability, analyze
requirements all features system complexity
Solution is too narrow, it has | Expand  solution stickiness,
too little features  or | upsell
functionalities implemented
or in use compared to
reference customers, solution




easy to replace with other

system or ways of working

Solution not built optimally

Provide support for customer-led

development, streamline
architectural mindset, avoid
over-customization
Use case Use case fits within | Use case has changed due to | Re-evaluate requirements for
the product, wuse | changes in  customer’s | current use case
cases come from | business strategy or
customers business | processes
needs Use case not optimal for | Do not over-customize, Provide
product success case example stories in
same industries
Vendor Build loyalty and | Dissatisfaction with vendor | Visit customers more on-site,

relationship and | trust  with  the build customer journey map,

communication | customer, clear continuous communication
communication Cannot reach customer’s | Handbooks for how to get more
business makers, only IT | contact points on customer side,
admins ensure customer’s top

management support

People and | In case of people | Key wuser or application | Ensure multiple responsible
management changes, handovers | owner changes and no one | people on customer and vendor
changes are smooth and no | know how to use the system | side, documentation of solution

information is lost

descriptions and  processes,

maintain  relationship ~ with

customers top management

Top
management/organizational

changes in customer side

Prove solution value to new

management

Technical issues

modern,

reliable, and high-

Maintain

performing
solution, which is

easy to scale and

Recurring technical

challenges

Regular upgrades, communicate
product improvements , resolve

technical debt

improve
Customer Build customer | No holistic overview of | Track customer health, regular
success loyalty and keep up | customer health or situation, | check-ins with customer, ensure
elements customer lack of service plan continuous service packages for
satisfaction and support




customer

scores

health

Change in usage or customer

behaviour

Utilize data analysis and
prediction models to gain
understanding of customer’s

solution usage
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