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                    How to Reduce SMB Churn - B2SMB Institute · 2018-12-11 · --The problem of customer churn is endemic to all sales-based businesses, but it can be particularly troublesome in the
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B2SMBPlaybooksprovideactionablesolutionstosomeofthemostcommonissuesinB2SMBsales,marketingandoperations.We’veenlistedsomeofthebrightestmindsinSMB-focusedsolutionstosharetheirbesttactics.
 WhoshouldusethisPlaybook?B2SMBpractitionersresponsibleformarketing,sales,productdevelopment,customerserviceordeliveryofsolutionstosmall-businesscustomers.
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--Boostability’sKellyShelton,whohasworkedintheSMBspacefornearlyadecade,tackledtheissueofSMBchurnhead-oninapresentationattherecentB2SMBInstituteGlobalConferenceinChicago.
 ThemarketingVPoutlinedseveralstrategiesthathelpedhiscompanyimprovecustomerretention,decreasechurn,andimprovetheclientexperience—aswellasemployeesatisfactioninhisorganization.
 Hisplaybookforreducingchurnisanexampleofhowacompanycanpro-activelyaddresscommonproblemsusingdata.WebelieveitcanbeeasilyreplicatedatotherB2SMBcompaniestoimprovetheircustomers’experienceandenhanceretentionaswell.
 B2SMBPLAYBOOK:HowtoReduceSMBChurn©2018B2SMBInstitute 4
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TheProblem:SMBclientshaveatendencytocyclerapidlythroughmarketingsolutions—andpoorcommunicationofvaluebytechproviderscanprecipitatethischurn.
 TheProcess:Boostabilityembarkedonaresearch-anddata-based“listeningcampaign”tobetterunderstandtheiridealcustomers,andtopinpointthekeyinflectionpointsandfactorsleadingtocustomerchurn.
 TheSolution:Thecompanyrefocusedsales,marketingandcustomerserviceoperationstobettertargetidealclients,settheirexpectationsappropriately,educatethecustomeraboutthevalueoftheproduct,andpersonalizetheirservicetofitcustomergoals.
 TheResult:5%reductioninmonthlychurn,andover$1.2millioninretainedbusiness.
 B2SMBPLAYBOOK:HowtoReduceSMBChurn©2018B2SMBInstitute 5
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--Theproblemofcustomerchurnisendemictoallsales-basedbusinesses,butitcanbeparticularlytroublesomeintheSMBtechmarketplacewherecost-of-acquisitioncanberelativelyhighandmarginsareoftentight.
 SMBscanrequirealotofhand-holdingwithtechsolutions,andcaneatupcustomerservicehours—soitcanthenbedoublyfrustratingwhentheyswitchtoanotherserviceorchoosenottorenew,wastingallofthevaluableworkputintoacquisition.
 B2SMBPLAYBOOK:HowtoReduceSMBChurn©2018B2SMBInstitute 6
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Boostabilityisafull-serviceSEOandwebsitefulfillmentcompany,whichreliesheavilyonphonesalesandfullcustomerservice,buttheprinciplesincludedinitsfindingsintheSMBspaceshouldtranslatewellintoawidevarietyofSMBservices.
 Asthecompanysoughttoreducechurn,itembarkedonfourmajorinitiativestolearnhowitcouldbetterserveandretaincustomers.Theseincluded:
 �  A“listeningcampaign”withitscustomers
 �  Aninternaldataanalysis�  BorrellAssociatesresearchanalysis�  Amachinelearninginitiative
 B2SMBPLAYBOOK:HowtoReduceSMBChurn©2018B2SMBInstitute 7
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Thefirstthingthecompanydidwasthe“listeningcampaign”—actuallygoingouttocustomersandaskingthemaboutwhattheycaredaboutmost.Thecompanyhaddata,butitwasn’tsatisfiedthatthestatsweregivingacompleteandaccuratepictureofwhatitcoulddotoimproveretention.
 Theideawiththe“listeningcampaign”wastogobeyondNPSscoreandunderstandwhatwillkeepclients,andwhytheycancel.Thisincludedgettingspecificcontext-basedfeedbackthatcouldpotentiallybeturnedintoactionabledatathatcouldinformthesalesandmarketingteams,aswellascustomerserviceandproductdecisions.
 B2SMBPLAYBOOK:HowtoReduceSMBChurn©2018B2SMBInstitute 8

Page 9
						
						

ThecompanyconductedthreesurveysregardingSEOservices,gatheringapproximately1,000responses.
 Ofthosesurveyed,91werebusinessowners,and73percentofthebusinessessurveyedgeneratedlessthan$500,000peryear.
 Thekeytothesesurveyswereopen-endedcommentsectionsandfollow-upquestionsthatproduced:
 �  Richer,moremeaningfuldatathanmultiple-choiceanswersalone
 �  Providedmorespecificdetailsthanthecompanyhadpreviouslyseen
 B2SMBPLAYBOOK:HowtoReduceSMBChurn©2018B2SMBInstitute 9
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Boostabilityalsodidadeepanalysisofover100,000individualcampaigns,withanindependentreviewofthedatabyBorrellAssociates.Itusedmachinelearningtocreateamodelthatcouldpredictchurnbasedonthisanalysis—andalsoidentifiedcharacteristicsofanidealclient,aswellascriticalcustomertouchpoints.
 �  Theanalysiswasonallcustomersfortheentirehistoryofthecompany
 �  Someofthedataanalyzedincluded:o Numberofsuccessfulcontactsmade
 o Howlongtheyhavebeenacustomero Saleschannelo Whoenrolledthem
 o Vertical/businesscategoryo Geo-identifiers
 Thedatawerescoredtopredictwhoisabouttochurnandtheprobabilityoftheprediction.
 B2SMBPLAYBOOK:HowtoReduceSMBChurn©2018B2SMBInstitute 10
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Thecompanywasthenabletofunnelmostoftheresponsesintofivemajorcategories:�  ServiceResults.Notsurprisingly,themostimportantresultstoBoostability’sclientsweresearchrankings,traffic,andsales.Thesuccessofalmostallaccountshingedonthis.
 �  CustomerService.Clientsreportedthattheywantedtheirrepstoreachoutfrequently,listentotheirproblemsandideas(personalizedservice),andbeSEOexperts.
 �  Cost.Asexpected,costwasanissueforsomeclients.Theyweregenerallyconcernedthatthemonthlycostsweretoohigh,andwantedtomakesuretheyweregettingahealthyreturnontheirinvestment.
 �  Product.Byfar,thebiggestproductissuesurfacedinthesurveyswasreporting.Therewerealsomoreminorissuesaroundcontentquality,linkbuildingtactics,andkeywordselection.
 �  Promises.Someclients(fewerthananticipated)feltthatthey’dbeenpromisedaservicethatwasn’tdelivered.Themostcommonofthesewasweb-buildingservices.
 Ofthoseresponses,72percentfellintothefirstthreecategories.
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 Responsesfellinto5majorcategories,with72%in3keycategories:
 •  ServiceResults•  CustomerService•  Cost
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Inanalyzingtheseresults,Boostabilitycameupwithathree-stepprocessforreducingchurnbydirectlyaddressingitstactics:
 1.  Marketing
 2.  Sales
 3.  CustomerService
 B2SMBPLAYBOOK:HowtoReduceSMBChurn©2018B2SMBInstitute 12
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ThesurveysmadeclearthatBoostability’scustomersthatstayedforthelongesthadacoupleofcommonqualities:
 1.  Theyhadbeeninbusinessforfouryearsormore
 2.  Theyhadspentmoneyonmarketinginthepast
 Theyalsotendedtocomefromfivekeyverticals:automotive,veterinarians,pets,construction/contractors,andeducation/development.
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B2SMBPLAYBOOK:HowtoReduceSMBChurn©2018B2SMBInstitute 14Source:BorrellanalysisofBoostabilitydatafromJan.2012-Apr.2018
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Thesurveysalsomadeclearthatthesalesprocesshadaroletoplayinsettingexpectationsthatcouldleadtoretention,bothineducatingtheconsumeraswellasinunderstandingandrespondingtotheirneeds:
 �  Trainsaleshowtorecognizeidealcustomer
 �  Understandanddocumentcustomergoals
 �  DefineROIofyourservice
 �  SetproperexpectationsIntheprocess,somebestpracticesemergedforSMBsales:
 �  Plantseedsaboutlengthofservice�  Forexample:“Ourcustomersstayonaveragefor16months”
 �  Beclearaboutcosts�  Provideclearexamplesofwhatclientwillget
 �  Createandscreensharestandardizedslides
 �  Provideatimelineforwhattoexpectinthenext30,60,90days
 �  Train&querysalesrepstoensurequality�  Requireacommitmentorbetter,acontract—customerswithcontractslasted18-24monthsonaverage,comparedto5-7monthsforthosewithoutcontracts.
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Whencustomerswereaskedwhytheycancelled,manypointedtoalackofresults—andwhentheywereaskedwhatcouldhavebeendonetokeepthem,theyoftenpointedtocustomerservice.
 Interestingly,thesurveyfoundthatcustomerscancellingbecauseof“poorresults”oftenachievedsignificantlyhighersearchrankings—sotheyhadbeensuccessful,buttheydidn’tperceivethatsuccess.
 Meanwhile,italsofoundthatthefirstthreemonthsofservicewerethemostimpactfulindeterminingwhetherornottheyweresatisfied—andthatultimatelytheyweren’tparticularlyconcernedaboutsalesorproduct.
 Allofthesefindingspointedtothefactthat,attheendoftheday,enhancingcustomerexperiencewasthemainthingthatmattered—itwasthetopthingthatBoostabilitycoulddotokeepcustomersfromcancelling.
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Inwindingupthisprocess,Boostabilitymadesomekeychangesthatsignificantlyreducedthecompany’schurn.
 First:havinguseddatatoidentifythecompany’sidealcustomers,itrefocusedsalesandmarketingeffortstotargetthem.Thecompanyalsoadjusteditssalestrainingtoreflectthenewfocus.
 Thecompanyalsoadjusteditscommunicationswithclientstoregularlycheckintocommunicatemilestonesanddiversifytheclienttouchpoints:
 “Whensomeonesaidtheycancelledbecausetheydidn’tgetresults,wewenttothedataandcheckedtoseeiftheydidgetresults,andwefoundthatalargepercentagewererankingonthefirstpage[ofGoogle],”notedShelton.“Essentiallywhatthiscommunicationneedstocoverarethreethings:Theworkwedid,whyitisvaluableandhowitishelpingthemreachtheirgoals.Themosteffectivewaytocommunicatethisinformationwasoverthephone.Werestructuredourclientsuccessteamstobeabletohandlemoreinboundcalls.”
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 “Werestructuredourclientsuccessteamstobe
 abletohandlemoreinboundcalls.”
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TheSolution
 Meanwhile,Boostabilityalsofocusedonpersonalizingitssolutionstocustomerneeds.
 “Whenitcametopersonalizationitcamedownto2things:Listenandunderstandtheirbusinessandsetacleargoal,”saidShelton.“Settingagoalandhavingthatgoalclearlypostedinawelcomepacketandnotedinthesystemsowecouldconstantlyhaveitinfrontofuswhenweweretalkingtotheclient.Youcan’tretainsomeoneifyoudon’tknowwhytheyarepayingyou.”
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 “Whenitcametopersonalizationitcame
 downto2things:Listenandunderstandtheirbusinessandseta
 cleargoal.”
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Customersalsowantedexpertstotalkto:
 “Tokeepthepricedownwecouldn’tgooutandhirehundredsofSEOexpertstotalktoourclients,butwhatwecoulddoismakethemexpertsonwhatwedo,”saidShelton.“Wecouldhirekidsrightoutofcollegeandmakethemexperts.”
 Thecompanyalsocreatedamethodologyfornewsalespeopletothinkabouthowtotalktoacustomerandexplainthevalueoftheworkthecompanydoes.
 “Whatleadstoanexceptionalexperienceiswhenyougoaboveandbeyond,outsideofyourcoreoffering,toprovideknowledgeandassistance,”saidShelton.
 Thecompanyalsoaddressedissuesofcostbycreatingalower-costentrysolutioncalledBoostLiteandagainenhancingtrainingaroundcommunicatingvalue.
 “Onethingweknowwithregardstocostisitisanotherwaytosay‘Idon’tseethevalueinwhatyouareproviding.’”
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 “Whatleadstoanexceptionalexperienceiswhenyougoaboveandbeyond,outsideofyourcoreoffering,toprovide
 knowledgeandassistance.”
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Ultimately,accordingtoShelton,thekeytoretainingmorecustomerscamedowntoafewcoreprinciples:
 �  Understandwhatmattersmost(youcan’tretainsomeoneifyoudon’tknowwhytheyarepayingyou)
 �  Documentcustomergoal&buildyourservicearoundthat
 �  Givegreatservice(personalizeservicearoundgoals,listen)�  Educateinlayman’sterms(whatwearedoing,whyitisvaluableandhowitishelpingyoureachyourgoal)
 �  Reachcustomerswheretheyare
 �  Demonstrateexpertise
 �  Havecustomerservicematchsalesexplanationsandenthusiasm
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AccordingtoSheltontheresultsofthesechangeshaverefocusedthecompanyandhavereducedchurnby5%permonth—and$1.2millioninretainedrevenuethatwouldhaveotherwisegoneoutthedoor.
 Overall,thenewpracticeshavealsoresultedinhappieremployeesandclients,animprovedbrand,andanenergeticculturearoundsales.
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 Churndown5%permonth
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Establishedin2009,Boostabilitywasfoundedonasimplebusinessmodel:tocreateaffordableandeffectiveSEOforthesmallbusinessmarketplace.Andit'sworked.
 Today,Boostabilityservesthousandsofsmallbusinesses,helpingthemelevatetheirdigitalpresenceandsucceedonline.
 Boostabilityprimarilyworkswithpartnersthatoffertheirwhite-labeledSEO,socialmedia,andwebsitebuildservicestotheirSMBclients.
 Thecompanyservesmorethan25,000activeclientsandhasover300employeesbasedintwoofficesacrosstheSiliconSlopesofUtahandsatellitelocationsinAmsterdamandBerlin.
 TolearnmoreaboutBoostability,visitwww.boostability.com.
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TheB2SMBInstituteisthefirstprofessionalorganizationfocusedonadvancingexcellenceinthebusiness-to-small-businessecosystem.
 B2SMBleaders,practitioners,brandsandenterprisesrelyontheInstituteforcriticalmarketintelligenceresources,peer-to-peernetworking,best-practiceguidanceandspecializedskillsdevelopment.
 TheB2SMBInstitutechampionssmall-business-centricthinkingandpractice,withafocusonhowtoreach,engage,win,keepandgrowSMBcustomers.
 Ourmember-drivenorganizationservesasadynamic,dailydestinationtofind,meetandnetworkwithB2SMBdecision-makerswhosharecommonneeds,challengesandgoals.
 Visithttps://b2smbi.com/fordetailsonresources,benefitsandmembershipopportunities.
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Playbooks19istheB2SMBInstitute’snewestevent,featuringpeer-to-peerworkshopsonhowtosuccessfullywin,keepandgrowsmall-businesscustomers.
 TheprogramwillfeatureleadersinB2SMBmarketing,sales,productdevelopment,customerservice,deliveryandmore,offeringB2SMBpractitionersacrashcourseindoingtheirjobsbetter.
 LEARNMORE:https://b2smbi.com/playbooks19/
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