POLYOSYNC / EXECUTIVE REPORT

Investigate the revenue decline of a fictional B2B SaaS
company with 240 monthly leads, 15% lead-to-customer
conversion, and churn increasin

Executive Revenue Recovery Report

1. Executive decision

Prioritize retention diagnosis and controlled retention recovery over broad acquisition
expansion for the next 30 days.

The company is acquiring an implied 36 customers per month from 240 monthly leads at a 15%
conversion rate. At the same time, monthly churn has increased from 3% to 5%, a
two-percentage-point increase and 66.7% relative growth in the churn rate.

The available evidence does not establish the cause of the revenue decline or quantify its exact
dollar impact. However, the churn increase creates a measurable recurring exposure that grows
with the active customer base. Acquisition analysis should continue in parallel, but broad
investment should not be increased until retention causes and downstream customer quality are
understood.

This is a provisional prioritization pending reconciliation of the active-customer denominator,
churn definitions, ARPA/MRR, and churn composition.

2. Evidence status

Confirmed facts

- Monthly leads: 240

- Lead-to-customer conversion: 15%

- Implied new customers per month: 36

- Monthly churn increased from 3% to 5%

- Churn increase: 2 percentage points

- Relative increase in churn rate: 66.7%

- Incremental customer loss from the churn increase:
‘0.02 ? active customers per month’
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- Incremental monthly recurring revenue exposure:

‘0.02 ? active customers ? ARPA'

- A one-percentage-point conversion improvement would produce:
‘240 ? 1% = 2.4 additional customers per month'

Calculated implications

For each 36-customer acquisition cohort:

Churn rate Expected customer losses per cohort-month
3% 1.08
5% 1.80
Incremental loss 0.72

These cohort calculations are directional because customer tenure and the timing of churn are
unavailable.

Returning churn from 5% to 3% would save ‘0.02 ? active customers' per month. The equivalent
conversion improvement depends on the active-customer base:

Active customers Customers saved by returning Equivalent conversion
churn to 3% improvement

100 2 +0.83 percentage points

500 10 +4.17 percentage points

1,000 20 +8.33 percentage points

These are mathematical comparisons, not forecasts or expected outcomes.

Not yet established

The evidence does not establish:

- The exact revenue decline in dollars

- The active-customer count

- ARPA or customer-level MRR

- Whether the churn increase is sustained or temporary
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- Whether churn is voluntary or involuntary

- Which segments, plans, cohorts, sources, or tenures are most affected

- The primary cancellation reasons

- Whether onboarding, usage, support, billing, pricing, reliability, or competitive factors
caused the increase

- Whether any recovery intervention will improve retention

- Whether acquisition performance contains a specific addressable bottleneck

3. Analytical conclusion

Retention is the highest-value analytical priority because the churn increase produces recurring
losses across the existing customer base, while new customers acquired at the current rate may
also be exposed to the elevated churn rate.

This conclusion is based on customer-count economics, not confirmed intervention performance.
The company should not assume that retention actions will work until they are tested against a
baseline or comparison group.

Acquisition should be analyzed in parallel, but only for evidenced issues such as:

- A specific funnel-stage conversion decline

- Poor lead quality from a particular source

- Segment or channel differences in downstream retention
- A measurable opportunity to improve qualified conversion without increasing churn

4. Working hypotheses

The following are hypotheses requiring validation:

1. Early-life onboarding problem
Customers may not be reaching value quickly enough.

2. Product adoption or support issue
Reduced usage, unresolved tickets, or service problems may precede cancellation.

3. Segment, plan, or acquisition-source misfit
Churn may be concentrated among customers with weaker fit or lower expected value.

4. Involuntary churn
Payment failures or renewal-processing issues may be contributing recoverable losses.
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5. Pricing, packaging, reliability, or competitive event
A recent commercial or product change may have caused the step-up.

No hypothesis should be presented as the cause until supported by account-level and time-based
evidence.

5. Prioritized 30-day recovery strategy

Days 1-5: Reconcile the baseline

Primary owners: Finance, RevOps, Data

Required work

1. Reconcile the churn definition and denominator for both the 3% and 5% periods.
2. Confirm:

- Active customers

- Churned customers

- Customer additions

- Net customer movement

- Current and historical ARPA/MRR

3. Produce:

- Churn bridge

- Reconciled monthly churn view

- Revenue exposure estimate

- Customer-count movement analysis

4. Determine whether the reported increase is:

- Comparable across periods

- Sustained across multiple months

- A measurement change or a genuine deterioration

Decision gate

Do not scale an intervention until the churn calculation can be reproduced and the revenue
exposure can be quantified using verified data.
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Days 6-10: Identify addressable churn drivers

Primary owners: Customer Success, Product, Support, Data
Segment churn by:

- Customer tenure

- Cohort

- Plan

- Customer segment

- Industry, if available

- Acquisition source

- Cancellation reason

- Voluntary versus involuntary status
- Onboarding completion

- Product usage or adoption
- Support activity

- Payment status

- Renewal proximity

Compare retained and churned customers on the same indicators. The purpose is to identify
signals that are both:

1. Associated with churn, and
2. Actionable within the remaining 30-day period.

In parallel, conduct a focused acquisition analysis by:

- Funnel stage

- Lead source

- Segment

- Lead quality

- Conversion outcome

- Downstream churn, where available

Decision gate

Select an intervention only if the analysis identifies a meaningful, reachable risk group and
the organization can measure the outcome.
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Days 11-14: Design controlled interventions

Primary owners: Executive sponsor, Customer Success, Finance, Product

Select the intervention based on verified evidence.

Evidence-supported issue Potential controlled intervention
Involuntary churn or payment failure Payment-recovery process

Early-tenure churn with onboarding gaps Targeted onboarding or time-to-value support
Low usage among at-risk accounts Adoption or product enablement intervention
Support-related churn Targeted support remediation

Specific funnel-stage leakage Focused funnel correction

Poor source or segment quality Limit or revise investment in the affected

source or segment

Each test should define:

- Eligible accounts or leads

- Intervention owner

- Start date

- Comparison method or baseline
- Expected cost

- Success threshold

- Primary and guardrail metrics

- Stop conditions

The analysis must distinguish between accounts contacted, accounts enrolled, accounts retained,

and revenue actually preserved.

Days 15-24: Execute and measure

Primary owners: Customer Success, Finance, Product, Sales, Marketing
Run only the selected, evidence-supported tests.

Track:
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- Eligible accounts

- Intervention reach

- Time to intervention

- Save rate

- Voluntary churn

- Involuntary churn

- Onboarding completion

- Product adoption

- Retained customers

- Retained MRR, once ARPA is reconciled
- Intervention cost

- False-positive rate

- Funnel conversion

- Qualified-lead quality

- Downstream churn of newly acquired customers

Do not classify an account as recovered merely because it was contacted or offered assistance.
Recovery should be based on confirmed retention or another pre-defined, measurable outcome.

Days 25-30: Decide whether to scale

Primary owners: Executive sponsor, RevOps, Finance

Compare test outcomes with the baseline or comparison group.

Scale when

- Retention or conversion improves measurably
- The result is economically attractive

- Data coverage is adequate

- Customer experience is not harmed

- The intervention is operationally repeatable

Revise when

- Results are directionally promising

- Test coverage is insufficient

- The comparison is inconclusive

- Data quality prevents a reliable conclusion
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Stop when

- There is no measurable improvement

- Intervention cost exceeds recovered value

- Data quality is inadequate

- False positives are too high

- Customer experience deteriorates

- Qualified conversion or downstream customer quality declines

6. Governance and decision rights

Area

Churn definition and
denominator

Customer and revenue data

Churn segmentation

Intervention selection

Retention execution

Payment recovery

Acquisition analysis

Scale decision

Accountable function

Finance / RevOps

Finance / Data

Data / Customer Success

Executive sponsor

Customer Success / Product /

Support

Finance

Marketing / Sales / RevOps

Executive sponsor / RevOps /
Finance

Required control

Written definition and
reproducible calculation

Reconciled active customers,
churned customers, ARPA/MRR

Consistent cohort, tenure,
plan, source, and reason
dimensions

Approval of test scope, cost,
owner, and success criteria

Controlled delivery to
eligible accounts

Separate tracking of
involuntary churn and recovery
outcomes

Funnel-stage and source-level
diagnostics

Baseline or comparison-based
decision at Day 30

No customer contact, external integration, or business-data modification is included in this
recommendation. The work is limited to analysis, planning, and controlled internal evaluation.

7. KPI framework
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Primary KPIs

1. Monthly churn

- Current reported level: 5%

- Directional objective: move toward 3%, or establish an evidence-based intermediate target
after reconciliation

2. Incremental retained customers
- Customers retained above the baseline or comparison group

3. Retained MRR
- Calculated only after ARPA/MRR data is verified

4. Net customer growth
- New customers minus churned customers

5. Lead-to-customer conversion
- Current reported level: 15%

Diagnostic KPIs

- Voluntary churn rate

- Involuntary churn rate

- Churn by cohort and tenure

- Churn by plan, segment, and source
- Cancellation-reason distribution

- Onboarding completion

- Time-to-value

- Product adoption

- Support volume and unresolved issues
- Payment recovery rate

- Time to intervention

- Intervention reach

- Save rate by intervention

Economic and quality guardrails

- Cost per recovered customer
- Cost per recovered MRR
- False-positive rate
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- Comparison-group coverage

- Qualified-lead quality

- Downstream churn of acquired customers

- Customer-experience impact

- No deterioration in qualified conversion

8. Principal risks

Risk

Inconsistent churn definitions

Missing active-customer count
or ARPA

Churn cause is misdiagnosed

Involuntary churn is
overlooked

Broad acquisition expansion
occurs too early

Intervention lacks causal
evidence

Poor data coverage
Short 30-day window
Customer experience

deteriorates

Revenue exposure is overstated

Impact

Incorrect prioritization and
exposure estimates

Dollar impact cannot be
quantified

Resources directed to
ineffective actions
Recoverable revenue remains

exposed

More customers may be added at
elevated churn

False confidence in recovery
results

False risk identification and
unreliable KPIs

Retention effects may not
fully appear

Recovery efforts create
additional risk

Churn rates may not be
comparable

9. Missing data required for the next iteration

The highest-value next analytical task is to obtain and reconcile:
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Mitigation

Reconcile denominator and
definitions before scaling

Obtain verified customer and
revenue data

Segment churn and compare
retained versus churned
accounts

Separate payment-related churn
from voluntary churn

Maintain focused funnel
analysis without broad scaling

Use a baseline or comparison
group

Report coverage and
false-positive rates

Define leading and lagging
measures separately

Include customer-experience
guardrails

Validate whether both periods
use the same denominator and
timing
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. Active-customer count for the latest and comparable prior periods

. Churned-customer count for both periods

. Exact churn definition and denominator

. Current and historical ARPA or MRR

. Churn by cohort, tenure, segment, plan, and source

. Cancellation reasons

. Voluntary versus involuntary classification

. Funnel-stage conversion

. Source-level lead quality

10. Historical or test evidence for save rates and conversion improvements

© 00 N O ol WN P

Until these data are available, executives should use the formulas and customer-count
comparisons above rather than claiming a specific dollar loss or expected recovery.

Bottom line

The company should reconcile churn and revenue data first, prioritize retention diagnosis, and

run one controlled recovery intervention based on verified evidence. Acquisition should remain
active but tightly analyzed rather than broadly expanded. At Day 30, scale only actions that
demonstrate measurable improvement, acceptable economics, and no deterioration in customer or
lead quality.

Requirement-by-requirement validation

Requirement Coverage Evidence Remaining gap
1. Investigate the fulfilled The report explicitly

revenue decline using records 240 monthly

240 monthly leads, 15% leads, 15% conversion,

lead-to-customer 36 implied new

conversion, and churn customers per month,

increasing from 3% to and churn increasing

5%. from 3% to 5%.; It

calculates incremental
customer loss as 0.02 ?
active customers and
incremental MRR
exposure as 0.02 ?
active customers ?
ARPA.; It explicitly
states that the cause
and exact dollar impact
of the revenue decli
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2. Autonomously
determine the next most
valuable analytical

task at each iteration.

3. Coordinate the
available specialists.

4. Evaluate findings
and progressively build
a prioritized 30-day
revenue recovery
strategy.

5. Clearly distinguish
confirmed facts from
assumptions and
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partial

partial

fulfilled

fulfilled

Iteration 1 identifies
the next highest-value
data request as active
customer count, ARPA,
cohort/segment churn,
cancellation reasons,
and
voluntary/involuntary
classification.;

Iteration 2 prioritizes
reconciling the
active-customer
denominator and churn
calculation before
further

prioritization.; The
report identifies
reconciliation of churn
and

The recovery plan
assigns
responsibilities to
Finance, RevOps, Data,
Customer Success,
Product, Support,
Sales, Marketing, and
an executive sponsor.;
The governance table
defines accountable
functions and decision
rights.

The execution includes
successive exposure
analysis, scenario
modeling,
acquisition-versus-rete
ntion leverage
analysis, and executive
synthesis across
iterations 1-3.; The
report provides a
sequenced Days 1-5,
6-10, 11-14, 15-24, and
25-30 plan with owners,
gates, metrics, and
scale/revise/stop
criteria.; The plan
prioritizes retention
diagnosis an

The report has separate
sections titled
"Confirmed facts,’ 'Not
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The evidence shows task
outputs labeled by
iteration, but does not
substantiate an
autonomous decision
process beyond the
written
recommendations; all
recorded tool calls are
zero.

There is no evidence
that specialists were
actually contacted,
coordinated, or
produced separate
findings. The evidence
records planning and
ownership assignments
only.
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hypotheses.

6. Avoid redundant partial
work.

7. Stop when sufficient fulfilled

evidence exists to
deliver a coordinated
executive
recommendation.

8. Do not contact partial
customers.
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yet established,” and
"Working hypotheses.’;
It labels causal
explanations as
hypotheses and states
that no hypothesis
should be presented as
the cause without
account-level and
time-based evidence.;
It labels cohort
calculations and

conversion comparisons

as directional or
mathematica

The report consolidates
the work into a single
executive
recommendation and
identifies the next
missing data rather
than claiming
unsupported root
causes.; It applies
different analyses to
exposure, scenario
economics,
acquisition-versus-rete
ntion leverage, and
recovery planning.

The completion
assessment states that
sufficient evidence
supports a coordinated,
prioritized 30-day
executive
recommendation.; The
final report delivers

an executive decision,
prioritized plan,
governance, KPIs,
risks, decision gates,
and explicit
unresolved-data
limitations.; The
recommendation
appropriately stops
short of claiming a
confirmed ca

The report explicitly
states: 'No customer
contact, external

The distributed
evidence contains
substantial duplication
of the same churn
calculations,
hypotheses, and 30-day
actions across entries
1, 3,4, and 5. The
record does not
demonstrate that
redundant analytical
work was actively
avoided.

Several proposed future
actions-targeted
onboarding, adoption
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9. Do not use external
integrations.

10. Do not modify
business data.

Validation status

fulfilled

fulfilled

integration, or
business-data
modification is

included in this
recommendation.’; The
recorded work shows
toolCalls: 0 and
contains no evidence of
actual customer
outreach.

The report explicitly
states that no external
integration is

included.; The recorded
task results show
toolCalls: 0 and no
external-system
activity.

The report limits the
work to analysis,
planning, and
controlled internal
evaluation and
explicitly states that
no business-data
modification is
included.; The evidence
records no tool calls
or data modifications.
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support, support
remediation, and
payment recovery-could
involve customer
contact. The evidence
limits the current
recommendation but does
not fully define how
those actions would
comply with the
prohibition if

executed.

Partial validation: review gaps and warnings before treating this deliverable as fully verified.

Audit warnings

- The analysis is decision-ready for a diagnostic and testing plan, but it does not establish
the actual cause of the revenue decline or quantify dollar revenue loss because active-customer

counts, ARPA/MRR, and churn composition are missing.

- Specialist coordination is evidenced as assigned ownership and governance, not as completed

collaboration or independent specialist findings.

- The plan should explicitly prohibit customer-facing execution if the no-contact constraint
applies to the entire 30-day strategy, rather than only to the analysis phase.

- Al audit omitted or changed objective requirements; validation cannot be confirmed.
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Source evidence appendix

Recorded execution evidence

Objective

Investigate the revenue decline of a fictional B2B SaaS company with 240 monthly leads, 15%
lead-to-customer conversion, and churn increasing from 3% to 5%. Autonomously determine the next
most valuable analytical task at each iteration, coordinate the available specialists, evaluate

findings, and progressively build a prioritized 30-day revenue recovery strategy. Clearly

distinguish facts from assumptions, avoid redundant work, and stop when sufficient evidence

exists to deliver a coordinated executive recommendation. Do not contact customers, use external
integrations, or modify business data.

Completion assessment

Sufficient evidence supports a coordinated, prioritized 30-day executive recommendation. The
analysis distinguishes confirmed facts from assumptions, quantifies retention exposure,
identifies missing data, and avoids prohibited actions.

Recorded task results

1. Analyze churn-driven revenue exposure

Status: completed | Iteration: 1

Churn-driven revenue exposure

Confirmed facts

- Monthly leads: 240

- Lead-to-customer conversion: 15%

- Implied new customers per month: 36

- Monthly churn increased from 3% to 5%: a 2 percentage-point increase, or 66.7% relative growth
in the churn rate.

Mathematical exposure

Let:
- N = active customers
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- ARPA = average monthly recurring revenue per customer

Then:

- Previous monthly customer losses: ‘0.03N’

- Current monthly customer losses: ‘0.05N’

- Incremental losses: ‘0.02N‘ customers/month

- Incremental MRR at risk: ‘0.02 ? N ? ARPA' per month

An exact revenue figure cannot be calculated without active-customer count and ARPA.

For the 36-customer monthly acquisition cohort:

- At 3% churn: 1.08 customers lost per month

- At 5% churn: 1.8 customers lost per month

- Difference: 0.72 additional customers lost per cohort-month

lllustratively, assuming constant monthly churn and no expansion:
- 12-month retention at 3% churn: approximately 69.4%

- 12-month retention at 5% churn: approximately 54.0%

- Difference: approximately 15.4 percentage points

These cohort figures are directional because customer tenure and churn timing are unknown.

Highest-value retention questions

1. Is churn concentrated among recent customers, specific segments, plans, industries, or
acquisition sources?

2. Are cancellations voluntary or involuntary (payment failure, non-renewal, contract expiry)?
3. What are the top stated cancellation reasons and their frequency?

4. Did onboarding completion, product usage, support volume, incidents, or pricing changes
deteriorate before churn?

5. What share of at-risk accounts is identifiable before cancellation, and what intervention
historically improves retention?

6. Is the increase a temporary event or a sustained trend across multiple months?

Operational hypotheses to test

- H1: Onboarding or time-to-value weakness is causing early-life churn.

- H2: Product adoption decline or unresolved support issues precede cancellation.

- H3: Churn is concentrated in a segment or acquisition channel with poor fit.

- H4: Involuntary churn is contributing materially and may be recoverable through payment
remediation.

- H5: A pricing, packaging, reliability, or competitive event caused the step-up.

These are hypotheses, not established causes.
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30-day diagnostic and mitigation plan

Days 1-7 - Establish the baseline

- Reconcile churn definitions and calculate monthly churn by cohort, segment, plan, tenure, and
reason.

- Quantify voluntary versus involuntary churn.

- Required outputs: churn bridge, cohort retention table, cancellation-reason ranking, and
exposure estimate using actual N and ARPA.

Days 8-14 - Identify leading indicators

- Compare retained and churned accounts on onboarding completion, usage, support tickets,
payment status, and renewal proximity.

- Define an account-level "at-risk" rule only after validating predictive signals.

- Measure data coverage and false-positive risk.

Days 15-21 - Run controlled mitigations

- Prioritize payment recovery for involuntary churn.

- For validated risk groups, provide targeted onboarding, adoption, or support intervention.
- Track eligible accounts, intervention reach, save rate, and time to intervention. Do not
assume an intervention works without a comparison group or pre/post evidence.

Days 22-30 - Decide and scale

- Compare churn, retained revenue, and intervention cost against baseline.

- Scale only interventions showing measurable improvement.

- Set a near-term target: return monthly churn toward 3%, or establish an evidence-based
intermediate target if 3% is not immediately achievable.

Key decision dependency

The next highest-value data request is active customer count, ARPA, churn by
cohort/segment/tenure, cancellation reasons, and voluntary/involuntary classification. Without
these, revenue exposure and root-cause prioritization remain bounded estimates rather than
confirmed findings.### Churn exposure analysis

Facts

- 240 monthly leads ? 15% conversion = 36 new customers/month.

- Churn increased from 3% to 5%: +2 percentage points, or 66.7% relative growth.

- For an active base of N customers, incremental losses are ‘0.02N' customers/month.

- Incremental MRR exposure is therefore: ‘0.02 ? N ? ARPA". Active-customer count and ARPA are
unavailable, so exact revenue impact cannot be calculated.

- Applied to each 36-customer acquisition cohort: losses increase from 1.08 to 1.8 customers, or
0.72 additional losses per cohort-month.
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Highest-value questions

1. Is churn concentrated by tenure, segment, plan, industry, or acquisition source?

2. What proportion is voluntary versus payment-related?

3. What cancellation reasons dominate?

4. Do onboarding completion, product usage, support issues, incidents, or pricing changes
precede churn?

5. Can at-risk accounts be identified before cancellation?

30-day actions

- Days 1-7: Reconcile churn definitions; calculate churn by cohort, segment, tenure, reason, and
payment status.

- Days 8-14: Compare retained versus churned accounts on onboarding, usage, support, and billing
indicators.

- Days 15-21: Test targeted interventions: payment recovery, onboarding, adoption, or

support-only for validated risk groups.

- Days 22-30: Measure churn, retained revenue, intervention reach, save rate, and cost; scale

only demonstrably effective actions.

Key hypotheses-not conclusions

- Early onboarding/time-to-value failure

- Declining product adoption or unresolved support issues
- Segment/channel misfit

- Recoverable involuntary churn

- Pricing, reliability, or competitive disruption

The next highest-value data request is active customer count, ARPA, cohort churn, cancellation
reasons, and voluntary/involuntary classification.

2. Draft evidence-based recovery planning framework

Status: completed | Iteration: 1

30-Day Revenue Recovery Planning Framework

Evidence baseline

Confirmed

- 240 monthly leads ? 15% conversion = 36 new customers/month.

- Monthly churn increased from 3% to 5%-a 2-point increase and 66.7% relative increase.

- Incremental churn exposure is 0.02 ? active customers ? ARPA; exact revenue impact requires
active-customer count and ARPA.

- The cause of the decline is not yet established.
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Working hypotheses-not conclusions

- Early onboarding or weak time-to-value.

- Low product adoption or unresolved support issues.
- Segment/channel fit problems.

- Involuntary churn from payment failure.

- Pricing, reliability, or competitive changes.

Prioritization criteria

Rank initiatives by:

1. Revenue at risk or recoverable revenue

2. Strength of supporting evidence

3. Speed to measurable impact within 30 days

4. Reach and operational feasibility

5. Ability to test causally and avoid harming conversion or retention

Do not scale an intervention unless results exceed baseline or a valid comparison group.

Sequenced plan and ownership

Timing Priority Action Primary owner Decision output

Days 1-5 Baseline Reconcile funnel RevOps / Finance Revenue-exposure
and churn estimate
definitions;

quantify active
customers, ARPA,
customer losses,
and net customer
movement

Days 1-7 Diagnose Segment churn by Customer Success / Ranked churn
tenure, plan, Data drivers
segment, source,
reason, and
voluntary/involunt
ary status

Days 3-10 Diagnose Compare retained Product/ CS/ Validated risk
versus churned Data signals
accounts on
onboarding, usage,
support, billing,
and renewal
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indicators

Days 8-14 Prioritize Select the Executive sponsor Approved test plan
highest-value
intervention based
on revenue
exposure,
evidence, reach,
and speed

Days 15-24 Recover Run controlled CS/ Finance / Save rate and
tests: payment Product retained-MRR
recovery, targeted results
onboarding,
adoption support,
or support
remediation

Days 15-24 Protect Identify funnel Marketing / Sales Conversion
acquisition leakage by stage, improvement
source, segment, actions
and lead quality;
address only

evidenced
bottlenecks

Days 25-30 Decide Compare Executive sponsor Scale, revise, or
intervention / RevOps stop decisions
results with

baseline, cost,
and operational
capacity

Success metrics

Primary

- Monthly churn: direction toward 3%, or an evidence-based intermediate target.

- Incremental retained MRR: ‘saved customers ? ARPA'.

- Net customer growth: new customers minus churned customers.

- Lead-to-customer conversion, currently 15%, with stage-level conversion diagnostics.

Diagnostic and guardrail

- Voluntary versus involuntary churn mix.

- Save rate by intervention and time to intervention.

- Onboarding completion and time-to-value.

- Product adoption among retained versus churned accounts.

- Cost per recovered customer/MRR.

- False-positive rate and test/control coverage.

- No deterioration in qualified lead quality, conversion, or customer experience.
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Executive decision rule

Prioritize retention recovery first if churn analysis shows material, addressable revenue
exposure and a validated leading indicator. Prioritize funnel improvement in parallel only where
a specific conversion bottleneck is evidenced. If neither root cause is sufficiently supported

by Day 14, continue diagnosis rather than declaring a cause or scaling unproven actions.

3. Build a quantified revenue-impact scenario model

Status: completed | Iteration: 2

Quantified revenue-impact scenario model

Confirmed facts

- 240 leads/month

- 15% conversion = 36 new customers/month

- Churn increased from 3% to 5%

- Incremental churn = 2% of active customers per month

Let N = active customers and A = monthly ARPA.

Monthly and 30-day exposure

Incremental customer loss from the churn increase:
‘0.02 ? N

Incremental MRR exposure:

‘0.027?N? A
Active customers ARPA Extra customers Incremental
lost/month monthly/30-day MRR
100 $100 2 $200
100 $500 2 $1,000
100 $1,000 2 $2,000
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500 $100 10 $1,000
500 $500 10 $5,000
500 $1,000 10 $10,000
1,000 $100 20 $2,000
1,000 $500 20 $10,000
1,000 $1,000 20 $20,000

These are recurring-revenue exposures, not confirmed realized losses. They assume churn is
monthly, evenly measured, and ARPA is constant.

Acquisition versus churn-reduction break-even

A conversion improvement of one percentage point produces:
‘240 ? 1% = 2.4 additional customers/month’

To offset the incremental churn loss of ‘0.02N’, required conversion improvement is:

‘0.02N ? 240
Active customers Customers saved by returning Required conversion
churn to 3% improvement
100 2 0.83 percentage points
500 10 4.17 percentage points
1,000 20 8.33 percentage points
Therefore:

- At a 100-customer base, moving conversion from 15% to approximately 15.83% mathematically
offsets the incremental churn.

- At a 500-customer base, conversion must reach approximately 19.17%.

- At a 1,000-customer base, it must reach approximately 23.33%.

ARPA cancels out in this customer-count break-even comparison; it determines the dollar value,
not the threshold.
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Highest-value missing measurements

1. Reconciled active-customer count and churn denominator - collect first. This determines the
scale of exposure and validates whether the 3% and 5% rates are comparable.

2. Current and historical ARPA, including expansion/contraction.

3. Churned customers by month, cohort, segment, plan, and voluntary/involuntary status.

4. Conversion by funnel stage and acquisition source.
5. Customer-level cancellation reasons and tenure.

Recommendation

Collect the reconciled active-customer count, churned-customer count, and churn definition for
the latest month first. Without this denominator, neither the revenue exposure nor the

retention-versus-acquisition priority can be quantified reliably.

4. Assess acquisition-versus-retention recovery leverage

Status: completed | Iteration: 2

Acquisition vs. retention leverage

Confirmed facts

- 240 leads/month ? 15% conversion = 36 new customers/month.
- Churn increased from 3% to 5%, an increase of 0.02 ? active customers lost monthly.
- Let N = active customers and ARPA = average monthly revenue/customer:

- Incremental churn loss: 0.02N customers/month

- Incremental MRR exposure: 0.02 ? N ? ARPA

- A 1 percentage-point conversion improvement yields:
- 240 ? 1% = 2.4" additional customers/month.

- A 1 percentage-point churn reduction saves:

- ‘0.01N* customers/month.

[llustrative comparison

Active customers Customers saved by reducing
churn 5% ? 4%

100 1

500 5

Generated by Polyosync
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1,000 10 +4.17 percentage points

Returning churn from 5% to 3% saves ‘0.02N‘ customers/month. Matching that through conversion
requires:

‘0.02N ? 240 conversion points

Examples: +0.83 points at 100 customers, +4.17 points at 500, +8.33 points at 1,000.

Interpretation

Retention is the leading analytical priority, especially if the active base exceeds roughly 120
customers or if retention improvements preserve recurring revenue over multiple months. However,
this is a mathematical comparison-not proof that retention interventions will succeed.

Acquisition should be analyzed in parallel, but only after identifying specific funnel-stage or
lead-quality leakage. A conversion gain is not yet evidenced, and additional customers may also
churn at the elevated rate.

Ranked analytical priorities

1. Reconcile the active-customer denominator and churn calculation

Required to quantify the actual revenue exposure and retention break-even point.

2. Segment churn by tenure, plan, customer segment, source, cancellation reason, and
voluntary/involuntary status

Determines whether churn is addressable within 30 days.

3. Analyze funnel conversion by stage and source

Identifies whether a realistic conversion improvement can match the retention opportunity.
4. Compare intervention feasibility and speed

Payment recovery or targeted onboarding may produce faster gains than broad acquisition
optimization.

Minimum evidence needed

- Active customers and churned customers for the latest and prior comparable months
- Consistent churn definition and denominator

- ARPA or MRR by customer

- Churn by cohort, tenure, segment, plan, source, and reason

- Voluntary versus involuntary churn

- Funnel-stage conversion and source-level lead quality
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- Historical or test evidence showing achievable conversion or save-rate improvements

Provisional recommendation: prioritize retention diagnosis first, while conducting a focused
funnel-leakage analysis; do not scale either recovery path until its addressable impact is
validated.

5. Synthesize the decision-ready 30-day executive recommendation

Status: completed | Iteration: 3

Executive Recommendation: 30-Day Revenue Recovery

Executive decision

Prioritize retention diagnosis and recovery over broad acquisition expansion. Churn rose from 3%
to 5%, creating recurring customer loss that compounds over time. New acquisition should
continue, with a focused funnel analysis, but scaling acquisition before addressing churn risks
adding customers who may also leave.

This priority is provisional until the active-customer denominator and churn data are
reconciled.

Confirmed facts

- Monthly leads: 240

- Lead-to-customer conversion: 15%

- Implied new customers: 36/month

- Monthly churn increased from 3% to 5%

- Increase: 2 percentage points, or 66.7% relative growth

- Incremental monthly customer loss: ‘0.02 ? active customers’

- Incremental MRR exposure: ‘0.02 ? active customers ? ARPA'

- A one-point conversion improvement yields 2.4 additional customers/month
- Returning churn from 5% to 3% saves ‘0.02 ? active customers' monthly.

Calculated implications

Retention becomes increasingly valuable as the active base grows:

- At 100 active customers, returning to 3% churn offsets 2 losses/month.
- At 500 active customers, it offsets 10 losses/month.
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- At 1,000 active customers, it offsets 20 losses/month.
Equivalent conversion improvements would be approximately +0.83, +4.17, and +8.33 percentage

points, respectively. These are mathematical comparisons, not forecasts.

Assumptions and unresolved evidence

The following remain hypotheses, not conclusions:

- Churn may be concentrated in early-tenure customers, a segment, plan, or acquisition source.
- Onboarding, adoption, support, billing failure, pricing, reliability, or competitive pressure

may be contributing.

- Some churn may be involuntary and recoverable.

- The 3% and 5% rates may not use identical definitions or denominators.

Required reconciliation before dollar-valued decisions

Finance/RevOps must reconcile:

1. Active-customer count and exact churn denominator for both periods.

2. Churned-customer counts and consistent churn definition.

3. Current and historical MRR/ARPA, including expansion and contraction.

4. Customer-level churn by tenure, cohort, segment, plan, source, and reason.
5. Voluntary versus involuntary churn.

6. Funnel-stage conversion, source quality, and customer-value differences.

Until this is complete, use customer counts and formulas-not claimed dollar impact.

30-day recovery plan

Days 1-5: Establish the baseline

Owners: Finance, RevOps, Data

- Reconcile churn and revenue definitions.

- Produce a churn bridge, active-customer count, ARPA/MRR view, and net customer movement.

- Confirm whether the increase is real, sustained, and comparable.

Gate: No intervention is scaled if the churn calculation cannot be reproduced.
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Days 6-10: Identify addressable causes

Owners: Customer Success, Product, Support, Data
Segment churn by:

- Tenure and cohort

- Plan and customer segment

- Acquisition source

- Cancellation reason

- Voluntary/involuntary status

- Onboarding, usage, support, and payment indicators

Run a focused acquisition funnel analysis by stage and source.

Gate: Select an intervention only where evidence shows a meaningful, reachable risk group.

Days 11-14: Design controlled tests

Owners: Executive sponsor, Customer Success, Finance, Product
Prioritize the fastest validated opportunity:

- Payment recovery for involuntary churn

- Targeted onboarding for early-life churn

- Adoption or support remediation for usage/service-related risk

- Funnel correction only where a specific conversion bottleneck is evidenced

Define eligible accounts, comparison method, owner, cost, and success threshold.

Days 15-24: Execute and measure

Owners: Customer Success, Finance, Product, Sales/Marketing
Track:

- Eligible accounts and intervention reach

- Save rate and time to intervention

- Voluntary and involuntary churn

- Onboarding completion and product adoption

- Incremental retained customers and MRR, once ARPA is reconciled
- Funnel conversion and qualified-lead quality

- Intervention cost and false-positive rate
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Do not treat contacted or enrolled accounts as recovered without confirmed retention.

Days 25-30: Decide and scale

Owners: Executive sponsor, RevOps, Finance
Compare test results with baseline or control performance.

- Scale if retention improves measurably, economics are acceptable, and customer experience is
not harmed.

- Revise if signals are promising but evidence or coverage is insufficient.

- Stop if there is no measurable improvement, costs exceed recovered value, data quality is
inadequate, or conversion/customer quality deteriorates.

- Continue acquisition optimization only where it produces qualified customers without worsening
downstream churn.

Success metrics

Primary

- Monthly churn moving toward 3%, or a justified intermediate target
- Incremental retained customers and retained MRR

- Net customer growth

- Lead-to-customer conversion with stable or improved lead quality

Guardrails

- Voluntary/involuntary churn mix

- Save rate by intervention

- Time to intervention

- Cost per recovered customer or MRR

- Onboarding and adoption indicators

- False-positive rate

- No deterioration in customer experience or qualified conversion

Bottom line: Reconcile the denominator and revenue data first, then run a controlled retention

intervention. Maintain focused acquisition analysis, but do not increase acquisition investment
broadly until retention causes and economics are understood.
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