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SAAS COMPANIES · REVENUE OPERATIONS

Billing and subscription management
Automates subscription lifecycle management from billing events through revenue

recognition, customer communication, and churn intervention. Ensures accurate revenue

tracking while proactively addressing payment issues to reduce involuntary churn.

01 WORKFLOW TRIGGER

Subscription billing event occurs (payment success, failure, upgrade, downgrade, or cancellation)

BLUEPRINT OVERVIEW

What this workflow accomplishes

This workflow connects Stripe billing events to Salesforce revenue records, Gainsight and ChurnZero health

scoring, Zendesk ticketing, and Intercom messaging through n8n orchestration. Automation handles the MRR and

ARR sync, dunning triggers, health score refresh, and templated customer messaging. Finance owns revenue

recognition sign-off, and customer success owns every retention save play and any message sent to a strategic

account.

01

OUTPUTS

Salesforce MRR and ARR updated,

Intercom billing messages sent,

Gainsight and ChurnZero scores

refreshed, Zendesk payment issue

tickets, Logged billing event audit

report

02

SUCCESS MEASURES

Payment recovery rate, Involuntary

churn reduction, Revenue

recognition accuracy, Billing issue

resolution time

03

CORE SYSTEMS

Stripe, Salesforce, n8n, Zendesk,

Intercom, ChurnZero, Gainsight

HOW TO USE THIS BLUEPRINT

Business leaders: read the decision branches and confirm which event types you want automation to act on without a

human touch.

RevOps and finance teams: verify the Salesforce MRR and ARR field mapping and the revenue recognition rules before

the first live webhook.

Implementation teams: build the n8n routing against the check list, and test each branch with Stripe test-mode events

end to end.
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THE WORKFLOW

End-to-end stage map

Seven stages carry a single billing event from Stripe webhook to a logged audit entry in Salesforce. The decision at

stage three governs which route the event takes: payment confirmation, dunning, retention, or plan change

analysis.

LEGEND TRIGGER ACTION DECISION OUTPUT

01 TRIGGER

Subscription billing event detected
Capture Stripe subscription billing event payload

Stripe

02 ACTION

Update customer revenue data

Sync MRR, ARR, and subscription status to Salesforce

Salesforce · Stripe

03 DECISION

Evaluate billing event type
Route event by payment, cancellation, or plan change

n8n

PAYMENT CONFIRMATION DUNNING SEQUENCE RETENTION SAVE PLAY

04 ACTION

Execute event-specific actions

Fire dunning, retention, or expansion actions

Zendesk · Intercom · ChurnZero

05 ACTION

Update customer health scores
Refresh Gainsight and ChurnZero health scores

Gainsight · ChurnZero

06 ACTION

Trigger customer communications

Send segmented Intercom billing notifications

Intercom

07 OUTPUT

Generate billing workflow report
Compile processed events and flagged accounts report

Salesforce
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IMPLEMENTATION DETAIL

Stage-by-stage breakdown

Each stage states the operational intent, the human control point, and the systems likely to take part. System

names are examples, not a required architecture.

01 TRIGGER

Subscription billing event detected

Stripe webhook fires when any subscription billing event

occurs, including successful payments, failed payments,

plan changes, or cancellations. Event data includes

customer ID, subscription details, and payment status.

CONTROL POINT

RevOps owns the webhook subscription list and approves

any new Stripe event type before it enters the workflow.

SYSTEMS Stripe

02 ACTION

Update customer revenue data

Sync billing event details to Salesforce, updating MRR,

ARR, subscription status, and payment history. Create or

update opportunity records for plan changes.

CONTROL POINT

Finance reviews the daily sync exception queue and

corrects any MRR or ARR write that failed validation.

SYSTEMS Salesforce Stripe

03 DECISION

Evaluate billing event type

Branch workflow based on event type: successful payments

continue to confirmation, failed payments trigger dunning,

and cancellations initiate retention workflows. Plan changes

route to usage analysis.

CONTROL POINT

RevOps owns the routing rules in n8n and can reroute any

single event manually before downstream actions fire.

SYSTEMS n8n

04 ACTION

Execute event-specific actions

For failed payments, create support tickets and trigger

email sequences. For cancellations, update churn risk

scores and assign to customer success. For upgrades,

notify account managers.

CONTROL POINT

The assigned CSM approves every cancellation save play,

and the account manager confirms upgrade handoff before

outreach.

SYSTEMS Zendesk Intercom ChurnZero Gainsight
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COMPLETION AND MEASUREMENT

Closing stages and results

The closing stages refresh health scoring, send customer-facing messaging, and leave an auditable record of every

billing action taken.

05 ACTION

Update customer health
scores

Refresh customer health metrics in

Gainsight based on payment behavior,

subscription changes, and billing

history. Flag accounts with payment

issues for proactive outreach.

CONTROL POINT

Customer success leadership

reviews accounts newly flagged

for payment risk and can override

a score adjustment.

SYSTEMS Gainsight ChurnZero

06 ACTION

Trigger customer
communications

Send automated messages via

Intercom for payment confirmations,

failed payment notifications, or

subscription change

acknowledgments. Personalize

messaging based on customer

segment and history.

CONTROL POINT

CS approves message templates

quarterly, and enterprise-tier

sends are held for CSM release

rather than auto-sent.

SYSTEMS Intercom

07 OUTPUT

Generate billing workflow
report

Compile summary of processed billing

events, updated customer records,

triggered communications, and any

flagged accounts requiring manual

intervention. Log all actions for audit

trail.

CONTROL POINT

Finance signs off the revenue

recognition summary; RevOps

clears the manual intervention

queue before close.

SYSTEMS Salesforce

DELIVERABLES KEY METRICS IMPLEMENTATION CHECKS

NEXT STEP

Turn this blueprint into an
implementation plan.
Map each stage to your own systems, permissions, and approval

routing before selecting tools or building automation.

packfoundry.app/assessment

SAAS COMPANIES WORKFLOW PACKS AND A FREE ASSESSMENT

Salesforce MRR and ARR updated

Intercom billing messages sent

Gainsight and ChurnZero scores

refreshed

Zendesk payment issue tickets

Logged billing event audit report

Payment recovery rate

Involuntary churn reduction

Revenue recognition accuracy

Billing issue resolution time

Stripe webhook signature

verification

Salesforce field-level write

permissions

Dunning email approval routing

Immutable event log retention

Duplicate webhook idempotency

keys
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