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Preventing client
churn before
it happens

The early warning system for HighLevel agencies — spot an at-risk

retainer weeks before the cancellation email, and act while there's
still time to save it.
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INTRODUCTION

The retainer you lose next
quarter is showing signs today

Waiting for a client to voice concerns before you act is a recipe for losing them. By the time an
agency client says "we need to talk about the contract," they made the decision weeks ago — you're
just hearing about it last. This guide walks you through building, implementing and maintaining an

early warning system for your agency, using the HighLevel account you already run.

For an agency, churn cuts twice:

e Your clients churn. A lost retainer isn't one bad month — it's every future month of that recurring
revenue, plus the acquisition cost of replacing it.

e Your clients' customers churn. When their retention slips, their revenue slips — and the
marketing budget that pays you is the first line item they cut. Their churn becomes your churn
with a one-quarter delay.

This guide is built around the first problem — keeping your retainers — because that's the one that
kills agencies. But every system you build here can be re-deployed inside a client's sub-account to
protect their customer base too. We come back to that at the end.

of clients who leave do so because they believe you don't care about them —

68% not because of price, and not because of results. An early warning system is

how you demonstrate care before they ever have to ask for it.

Everything that follows is buildable with tools you already pay for: custom fields, tags, pipelines,
workflows and dashboards. No new software. Four worksheets along the way turn reading into a
working system.



Build your data foundation

Before any warning system can work, you need to decide which client behaviors reliably predict a
cancellation. For a HighLevel agency, the useful signals fall into three groups — and most of them

are already sitting in your agency dashboard.

Platform usage signals

A client who stops using the system has already stopped valuing it. Watch each sub-account for:
e Login frequency — a client who logged in weekly and hasn't in three weeks is telling
you something
e Workflow and campaign activity — are automations still firing, or paused and forgotten
e Calendar bookings and pipeline movement — the volume flowing through the system

e Feature adoption breadth — a client using only one feature is one objection away from "we could

do this cheaper”

e Support ticket frequency and tone — both silence and spikes are signals

Relationship signals

e Report open rates — a client who stops opening your monthly report has stopped connecting
your work to their results

e Meeting attendance — rescheduled twice is a pattern, not a calendar problem

e Response time to your emails — lengthening reply times track cooling relationships

e Referrals and reviews given — advocates rarely churn; clients who decline a review request
often do

Commercial signals

Payment history — a first late payment is worth a conversation, not just a dunning email

Downgrade or scope-reduction enquiries — the polite version of a cancellation

Results delivered vs promised — leads generated, calls booked, reviews collected against what

you sold

Contract renewal proximity — risk concentrates in the 60 days before a renewal date



OPERATOR NOTE

Results are the master metric. A client who logs in daily but books no appointments still churns.
Weight every signal against one question: is this client getting what they were sold?

IMPLEMENTATION EXERCISE 01 WORKSHEET

Data audit

1. List every place client behavior is tracked today — HighLevel, Stripe, your inbox, your head
2. Identify the gaps — which of the signals above you can't currently see
3. Rate each metric's predictive value on a 1-5 scale, based on past clients you lost

4. Pick your top five to seven metrics for initial monitoring — no more

METRIC WHERE IT LIVES TRACKED TODAY? VALUE (1-5) PRIORITY
Sub-account logins Agency dashboard Yes 5 High
Report open rate Email stats Partly 4 High

Payment history Stripe / invoicing Yes 4 High



PART 2

Set your warning triggers

Establish baselines first

You can't spot abnormal behavior until you know what normal looks like — and normal differs by
client. A roofing company's booking volume in January is not a red flag; a med spa's is.
1. Pull three to six months of history for your retained clients

2. Segment by retainer size, vertical and service line — a $500 review-management client and a
$5,000 full-funnel client behave differently

3. Calculate the average for each key metric per segment
4. Note the normal range of variation, not just the average

5. Document seasonality — home services, legal, fitness and retail all have predictable cycles

Define a three-tier warning system

® Green — normal ® Yellow — watch ® Red — critical

e Within the normal range e One clear step e Multiple signals or a
for their segment below baseline hard trigger

e Routine monitoring only ¢ Increased monitoring e Immediate attention

e No intervention ¢ Low-touch intervention e Direct intervention

Build it in HighLevel
Run your own agency on HighLevel the way you run your clients' businesses on it:
e Every client is a contact in your agency sub-account, with a Client health custom field (green /

yellow / red) and matching tags

e Create a Client health pipeline with stages for each zone plus "intervention in progress" and
"saved / lost" — your churn risk becomes visible the same way your sales pipeline is

e Use workflows to move clients between stages automatically when a trigger fires — a missed

payment, a form response, a tag change from your weekly review

e Anything HighLevel can't see natively (sub-account usage, report opens) goes in as a two-minute
manual field update during your weekly review — imperfect data beats no data



IMPLEMENTATION EXERCISE 02 WORKSHEET

Threshold setting

For each of your top metrics from Exercise 01, document:

METRIC BASELINE YELLOW AT RED AT RESPONSE TIME OWNER



Create response protocols

A warning without a scripted response is just anxiety. Every trigger needs a playbook — written

down, so the response is the same whether it's you or a team member running it.

Yellow zone playbook

1. Review the last 30 days of interactions — conversations, tickets, meeting notes
2. Check their sub-account: are the campaigns you built still running and producing

3. Send a value touch, not a check-in — a quick win, a relevant idea, a result they haven't noticed.
Never "just checking in"

4. Book a routine review call within two weeks

5. Log findings on the contact record so the next person sees the history

Red zone playbook

1. Full account review within four hours — results delivered, promises made, money paid
2. Direct outreach from the most senior person on the account — a call, not an email

3. Owner notified the same day if the retainer is in your top 20% of revenue

4. Build a written save plan: what changes, by when, measured how

5. Daily monitoring until they're back in green — or out

Automate it with workflows

The system only scales if the machine does the watching:

¢ A workflow on the health field: when it flips to yellow or red, create a task for the account owner
and fire an internal SMS or Slack notification

e A failed-payment workflow: retry, then a personal task — not just dunning emails

e Automated monthly result reports from each client's dashboard, so the value you deliver lands in
their inbox without anyone remembering to send it

e Arecurring weekly task: review every yellow and red client in the health pipeline

e Once it works, save the whole thing as a snapshot — fields, tags, pipeline, workflows — so it's
versioned and portable



IMPLEMENTATION EXERCISE 03

Response matrix

Map every trigger to a response, an owner and a deadline:

TRIGGER

30% usage
drop

Missed
payment

LEVEL

Yellow

Red

RESPONSE

Value touch + review
call

Personal phone call

OWNER

Account
manager

Agency owner

RESPOND
IN

24 hrs

4 hrs

WORKSHEET

FOLLOW
upP

7 days

48 hrs



Fit it to your team

The original playbook for this kind of system assumes a program manager, a data analyst, a
customer success team and technical support. You probably have three people and a VA. Here's the
honest mapping:

AGENCY SIZE WHO DOES WHAT

Solo operator You are every role. Lean hard on automation: workflows do the monitoring, tasks do
the remembering. One 30-minute health review, every Friday, non-negotiable.

2-5 people Owner holds red-zone saves and the weekly review. Account managers or your VA
update health fields and run yellow-zone playbooks. Whoever built your workflows
maintains the automations.

10+ people Now the full structure earns its keep: a program owner for the system, an analyst
function watching triggers and trends, account managers executing playbooks and
an ops person maintaining the automations and integrations.

Cadence beats structure
Whatever your size, the rhythm is the same:

e Weekly — review every yellow and red client; update health fields; run playbooks
¢ Monthly — effectiveness review: which warnings were right, which interventions worked

e Quarterly — strategy update: thresholds, playbooks, staffing and tooling



PART 5

Measure what’s working

The system itself needs a scoreboard. Track two layers:

Prevention metrics — is the system accurate

e Warning accuracy — of clients flagged, how many were genuinely at risk
e False positive rate — how often you scrambled for nothing
e Average response time against the deadlines in your response matrix

e Save rate — of clients who hit red, how many you kept

Impact metrics — is the agency healthier

e Monthly client churn rate, and its trend since launch
e Average client tenure and lifetime value
¢ Net revenue retention — are surviving clients growing or shrinking their retainers

e Client satisfaction, if you survey — even a one-question quarterly NPS inside a HighLevel
form works

OPERATOR NOTE

Put the ROI in dollars, not percentages. "The system saved four retainers worth $6,200/month this
quarter" is a sentence that protects the time you spend on it.



IMPLEMENTATION EXERCISE 04 WORKSHEET

KPI dashboard

Build one dashboard — in HighLevel or a simple sheet — and fill in where you stand today:
KPI TODAY 90-DAY TARGET REVIEWED

Monthly client churn rate
Average client tenure (months)
Save rate (red-zone clients kept)
Net revenue retention

Revenue saved this quarter ($)



PART 6

Keep improving the system

Your first thresholds will be wrong. That's fine — the system improves through use, not through
planning. Build the review cycle in from day one:
o Weekly — were this week's warnings accurate; did playbooks get executed on time

Monthly — trend analysis: new churn indicators you hadn't tracked; protocols that need
updating; anyone who needs training

Quarterly — ROl calculation, strategy alignment and a hard look at whether thresholds still
match how your client base has evolved

Close the feedback loops

The people running the playbooks know things the data doesn't. Collect feedback deliberately from:
e Account managers — which interventions actually land with clients
e Whoever answers support — the earliest sighting of frustration is usually a ticket

Clients themselves — exit conversations with lost clients are the most expensive research you'll
ever get for free. Write down why they really left

e Saved clients — ask what the save got right; that's your playbook validation



PART 7

Common challenges, straight answers

"My data is a mess”

It is, and it always will be a little. Don't wait for clean data to start. Begin with the two or three signals
you trust — payment history and report opens are usually reliable — and add signals as you clean.
Schedule a monthly 30-minute data audit: check that health fields are current, tags are consistent

and workflows are still firing.

*| keep getting false alarms”

Expected in the first 60 days. Every false positive is threshold-tuning data: note what fired, why it
was wrong and adjust. Two refinements fix most of it — require two simultaneous yellow signals
before escalating to red, and add a five-minute human check before any red-zone playbook runs.

Don't fully automate judgment.

I don’t have time for this”

You don't have time for churn either — replacing a lost retainer costs far more hours than
monitoring one. Start with the minimum viable system: one health field, one pipeline, one workflow
that creates tasks, one weekly 30-minute review. That's two hours to build and 30 minutes a week to

run. Automate everything repeatable; spend human time only where a human changes the outcome.



ACTION PLAN

From reading to running in six months

WEEK 1 FIRST 30 DAYS
o Complete the data audit (Exercise 01) » Set baselines and thresholds (Exercise 02)
» Pick your top five to seven metrics e Write yellow and red playbooks
» Create the client health field, tags (Exercise 03)
and pipeline e Build the alert and task workflows
e Assign owners and book the « Pilot on your ten largest retainers

weekly review

FIRST 90 DAYS SIX MONTHS

o Tune thresholds from real false positives e Snapshot the whole system for reuse

e Automate reporting and follow-ups e Report ROl in dollars saved

 Stand up the KPI dashboard (Exercise 04) » Add leading indicators you've discovered

» Roll out to the full client roster o Offer the system to clients as a service



CONCLUSION

Retention is a system, not a scramble

An early warning system won't make every client stay. What it does is remove the surprise — no
more cancellation emails you never saw coming, no more discovering a client was unhappy from
their notice period. You'll know weeks earlier, act while there's still trust to work with, and win saves
that were impossible when you were reacting.

Remember:

e Start small and scale gradually — one field, one pipeline, one workflow
e Accuracy beats quantity — five trusted signals outperform 20 noisy ones
e Consistency is the system — the weekly review is where churn actually gets prevented

e Refine relentlessly — every false alarm and every lost client makes the next version smarter

SELL IT TWICE

Everything you just built — the health field, the pipeline, the workflows, the playbooks —is a
snapshot away from being a product. Your clients lose customers for the same reasons you lose
clients. Deploy the same early warning system inside their sub-accounts as a retention service,
and this guide pays for your time twice: once in retainers kept, once in a new line item you can
charge for.

Take action now: block two hours this week, complete Exercise 01 and build the health pipeline. The
sooner the system is running, the more retainers it saves.



Newus

YOU DON'T HAVE TO BUILD THIS ALONE

Get the snapshot, the
playbooks and the
people who’ve done it

Nexus Hub is the community for HighLevel agencies ready to scale,
optimize and connect. Bring your stuck point, leave with a plan.

Weekly Q&A sessions with agency Exclusive snapshots and templates
experts

Premium partner deals A private community of operators
like you

Comprehensive HighLevel training

Join Nexus Hub NEXUSHUB.CLUB
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