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SAAS COMPANIES - RETENTION OPERATIONS

Churn risk identification and
intervention

Automatically identifies customers at risk of churning using behavioral data and engagement
metrics, then triggers targeted intervention campaigns to improve retention. Reduces churn
rates by proactively addressing customer health issues before they escalate.

01 WORKFLOW TRIGGER

Customer's health score drops below threshold or shows negative engagement trends

BLUEPRINT OVERVIEW
What this workilow accomplishes

This workflow connects Gainsight, Zendesk, Stripe, Intercom, ChurnZero, and Salesforce so that a falling health
score becomes a scored risk profile and a routed intervention within the same day. Automation handles data
consolidation, churn probability scoring, task creation, and campaign enrollment. Customer Success Managers
keep authority over outreach content, discount offers, and whether an account is escalated, downgraded, or held in

monitoring.
01 02 03
OUTPUTS SUCCESS MEASURES CORE SYSTEMS
Churn risk profile with probability Churn rate reduction, Health score Gainsight, Zendesk, Stripe,
score, Priority CSM tasks for high recovery, Intervention response Intercom, ChurnZero, Salesforce
risk, Enrolled retention email rate, ARR saved from prevented
sequences, Updated health scores churn

and timelines

HOW TO USE THIS BLUEPRINT

Customer Success leaders: set the health score threshold and the churn probability bands, and review the routing split
monthly.

RevOps and implementation teams: wire the Gainsight, ChurnZero, and Salesforce field mappings and confirm the Stripe
billing pull excludes payment credentials.

CSMs: work the Salesforce priority task, verify the risk profile against your own account knowledge, and override the
assigned motion when the data is wrong.
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THE WORKFLOW

End-to-end stage map

Seven stages run from the health score alert to the tracked intervention record. The single decision point at stage

four governs which retention motion an account receives and who owns it.

01 TRIGGER

Customer health score alert
Health score drop triggers risk assessment

Gainsight

02 ACTION

Gather customer interaction data

Pull tickets, billing, and conversation history

Zendesk - Intercom

l

Calculate churn probability score

ChurnZero scores churn probability and risk tier

Stripe -

03 ACTION

ChurnZero

04 DECISION

Evaluate intervention urgency level
Route account by churn probability band

ChurnZero

IMMEDIATE CSM OUTREACH

LEGEND TRIGGER ACTION DECISION
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AUTOMATED EMAIL SEQUENCE

OUTPUT

05 ACTION

Create CSM task and alert
Create Salesforce priority task and Slack alert

Salesforce

06 ACTION

Launch targeted retention campaign
Enroll account in targeted retention sequence

Intercom

07 OUTPUT

Generate intervention tracking report

Log intervention record and set follow-up

Gainsight

MONITORING ONLY

WORKFLOW BLUEPRINT
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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

Customer health score alert

Gainsight detects a customer health score dropping below

70% or significant decrease in product usage metrics.
Triggers automated churn risk assessment workflow.

CONTROL POINT

The CS operations lead owns the 70% threshold and can
suppress alerts for accounts in active renewal negotiation
or planned onboarding dips.

SYSTEMS  Gainsight

03 ACTION

Calculate churn probability score

ChurnZero analyzes aggregated customer data using ML
algorithms to generate precise churn probability
percentage. Assigns risk level classification based on
behavioral patterns.

CONTROL POINT

The CSM can flag a score as inaccurate, which sends the
account to manual review before any outreach is sent.

SYSTEMS  ChurnZero
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02 ACTION

Gather customer interaction data

Pulls recent support tickets, billing history, and
communication logs from multiple systems. Consolidates
data to build comprehensive customer risk profile.

CONTROL POINT

Support and billing owners approve which Zendesk queues
and Stripe invoice states feed the profile, and can exclude
accounts under dispute.

SYSTEMS  Zendesk Stripe Intercom

04 DECISION

Evaluate intervention urgency level

Routes customers based on churn probability: high risk
(>80%) gets immediate CSM outreach, medium risk (50-
80%) gets automated email sequence, low risk gets
monitoring only.

CONTROL POINT

The CS manager reviews the daily routing list and can
promote or demote an account between bands before
campaigns launch.

SYSTEMS  ChurnZero
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COMPLETION AND MEASUREMENT

Closing stages and results

The closing stages record what was done on the account, who owns the follow-up, and whether the intervention

moved the health score.

05 ACTION

Create CSM task and alert

For high-risk customers, automatically
creates priority task in Salesforce for
Customer Success Manager with
customer context and suggested
intervention strategies. Sends
immediate Slack notification.

CONTROL POINT

The assigned CSM accepts or
reassigns the task within the SLA
window, and the CS manager
reassigns anything unclaimed.

SYSTEMS  Salesforce

DELIVERABLES

Churn risk profile with probability
score

Priority CSM tasks for high risk
Enrolled retention email sequences

Updated health scores and
timelines

NEXT STEP

06 ACTION

Launch targeted retention
campaign

Initiates personalized email sequence
through Intercom based on customer
segment and identified pain points.
Includes product tips, success stories,
or discount offers as appropriate.

CONTROL POINT

The CSM approves the sequence
variant before send, and any
discount or credit offer requires
the CS manager sign-off.

SYSTEMS Intercom

KEY METRICS
Churn rate reduction
Health score recovery
Intervention response rate

ARR saved from prevented churn

Turn this blueprint into an

implementation plan.

Map each stage to your own systems, permissions, and approval
routing before selecting tools or building automation.
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07 OUTPUT

Generate intervention
tracking report

Creates comprehensive report in
Gainsight documenting churn risk
assessment, intervention actions taken,
and sets 30-day follow-up reminders.
Updates customer timeline with all
automated activities.

CONTROL POINT

The CSM confirms the outcome
noted on the Gainsight timeline
and closes or extends the 30-day
follow-up reminder.

SYSTEMS  Gainsight

IMPLEMENTATION CHECKS

Stripe pull excludes payment
credentials

Salesforce task routing to account
owner

Gainsight timeline write
permissions

Discount offers gated by approval

30-day follow-up reminder fires

packfoundry.app/assessment

ORKFLOW P AND A FREE SMENT

04 / 04


https://packfoundry.app/assessment

