Agency THE FREE PLAYBOOK

® AGENCY GROWTH - RETENTION

The Client

Playbook

Small agencies bleed roughly 32% of their clients a year. You're not growing, you're replacing. This is
the exact system to lock clients in past 90 days and keep them paying 12 months and beyond - so

every new client you win actually stacks.

The wrong autopsy The first 90 days Lock-in onboarding Outcomes over activity

The save-the-account play Expand & upsell

siok. The $10,000 Guarantee
) (P21 IS8 SR R A s You get the result, or you get paid $10,000.
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AgencyGocd e WHY CLIENTS REALLY LEAVE

READ THIS FIRST

You're running the wrong autopsy.

A client leaves. You tell yourself it was their budget. It almost never was.

Here's the pattern that quietly kills small agencies. You land a client, you celebrate, then three months
later they ghost or give notice. You shrug and blame "budget cuts"” or a "leadership change.” So you go
back to the grind, chasing new leads to replace the one you just lost. The bucket leaks, and you keep
pouring.

When agencies and clients are surveyed about the same breakups, the stories don't match.
The number one reason clients fire an agency is dissatisfaction with delivery and results at
48%, up 14 points year over year. Budget cuts rank around seventh. Agencies blame
leadership change and money. Clients blame delivery and "they didn't understand my

business."

You're defending your They're leaving over your

Source: Setup Marketing Relationship Survey 2024 (400+ contributors).

This matters because it changes what you fix. Around 90% of clients say they prioritize value and
long-term ROI over cost. Drop your price to keep them and you defend the one thing that was never
the problem. Make the result visible and the value obvious, and the price conversation goes quiet.

48% ~7th 40%

fire over delivery and results, up where budget cuts actually rank of clients plan to switch agency
14 pts YoY as a reason within 6 months
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AgencyGocd = THE LEAKY BUCKET

THE BENCHMARK THAT FRAMES EVERYTHING

Your business modlel sets your floor. Your
habits set the rest.

Before you fix anything, see the gap between how long clients could stay and how long they
actually do.

Engagement model Annual churn Avg client lifespan

Retainer ~18% [ yr ~56 months
Hybrid ~28% [ yr ~43 months
Performance-based ~33% [ yr ~36 months
Project-based ~42% [ yr ~24 months

A retainer client is worth more than twice the lifespan of a project client. Same skills, same delivery, a

completely different business. If you live on one-off projects, you've built a leaky bucket by design.

Churn falls hard as agencies scale. Agencies with 1to 10 people churn ~32% a year.
Agencies with 51+ people churn ~15%. You don't have a big-agency client success team, so
a single dropped ball is felt instantly. The plays in this guide are how a small shop closes that

gap without hiring an army.

Source: Focus Digital 2026 churn report; AgencyAnalytics 2024 Benchmarks.

A 5% lift in retention can raise
profit 25% to 95%.

That's the established Bain and Reichheld principle, and it's why this is the highest-impact page in your
whole business. Keeping a client costs 5 to 7 times less than winning a new one. Retention isn't defense.

It's the cheapest growth you have.
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AgencyGocd = PEAK RISK WINDOW

THE FIRST 90 DAYS DECIDE EVERYTHING

Most clients leave before month three.

Around 43% of client churn happens in the first 90 days. This is where the relationship is won or
lost.

The danger in the first 90 days isn't that your work is bad. It's that the client can't yet see it working. They
signed on a promise. Now they're watching the bank account, waiting for proof. If they don't get a
tangible signal that something is moving, the buyer's remorse creeps in, even when the real work is
progressing fine behind the scenes.

THE RULE THAT DECIDES IT

Visible early value beats invisible real progress. A client who sees a small, concrete win in the first 30
days stays. A client who sees a quiet "we're working on it" for 60 days starts shopping. Engineer the proof,
don't just do the work.

WA Onboard fast, while excitement is highest
0-2 Clients onboarded inside 48 hours retain above 85%. Drag past 10 days and retention falls below 50%.
The moment they sign is your peak goodwill. Spend it. (Directional, blends SaaS and CS research.)

WA Deliverone visible quick win
Not the full result. One concrete thing they can see, screenshot, and show their boss. A structured
onboarding plus an early quick win are the two highest-impact retention moves there are.

1-30
WA Prove the trajectory, not just activity
Elolle] By day 90 they should believe this is working and that you understand their business. A scheduled
check-in and an outcome-based report turn quiet doubt into renewed confidence.

Sources: Shno customer onboarding statistics 2026; Shno onboarding stats / AgencyAnalytics 2024.
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AgencyGocd = LOCK THEM IN

THE ONBOARDING THAT LOCKS THEM IN

The first two weeks are your
cheapest retention insurance.

Run this checklist on every new client. It's three moves: structure, a human, and a quick win.

%

Send a structured onboarding plan in the first 48 hours

A written 90-day plan with milestones and dates, not a vague "we'll get started.” Structured onboarding is
linked to roughly +40% first-year retention. Speed signals competence while their excitement is still at
its peak.

Put a real human on a kickoff call, fast

A live human touchpoint in the first week is tied to about +30% 90-day retention. Use it to ask what
success looks like to them in plain numbers, and write it down. That sentence becomes the headline of
every report you ever send them.

Ship a visible quick win inside 30 days

Pick the fastest tangible result you can deliver and put it in front of them early. It buys you patience for
the bigger work that takes longer to land. Show them something moved.

Set the communication cadence now, in writing

Tell them exactly when they'll hear from you: the report date, the monthly call, the quarterly review.
Removing uncertainty about contact is itself a retention move, and it stops "l never hear from them"
before it starts.

Build this as a repeatable template, not a one-off. The agencies that retain don't onboard well by
accident. They run the exact same first 14 days for every client, every time.
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AgencyGocd = WHAT YOU REPORT

REPORT OUTCOMES, NOT ACTIVITY

"We posted 10 times" is how you
get fired.

The work was getting done. They just couldn't see it pay off. So they bailed.

Most agency reports are a wall of impressions, followers, and tasks completed. The client reads it and
thinks: "l have no idea if any of this is making me money." Activity reporting is the silent killer of trust. It

proves you were busy. It doesn't prove you were worth it.

X ACTIVITY REPORT v OUTCOME REPORT

"We published 10 posts, ran 4 campaigns, and grew "Those campaigns generated 50 qualified leads, up
followers by 1,200 this month." (So what? None of 15% from last month, at a cost per lead of $42."
this is the client's money.) (Now they see the return.)

47% of agency leaders say clear, business-focused reporting is critical to keeping clients. Tie every
number to the client's outcome: leads, booked calls, revenue, cost per result. Lead the report with the
success metric they named on your kickoff call. End with what you'll do next month and why.

Stop sending a record of your effort. Start sending evidence of their return. The client doesn't

pay you to be busy. They pay you for an outcome, and your report is the one place they
actually check whether they're getting it. Make that page impossible to argue with and
renewal becomes the obvious choice.
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AgencyGocd

THE MONTHLY VALUE CADENCE

e TALK FIRST

Talk to them betore something's on fire.

If you only call when there's a problem, every call is a problem. Flip it.

Proactive communication is the single most cited retention strategy among agency leaders, named

number one by 46% of them. The agencies that keep clients don't wait to be contacted. They schedule

contact in advance, on a cadence, so the client never wonders where they stand. Scheduled beats on-

demand because it builds emotional switching costs the client feels but can't quite name.

EVERY MONTH

The value call

A 20-minute scheduled call tied to the report.
Walk the outcomes, name the win, flag what's next.
Booked in advance, not requested. This is where
you hear the wobble early, while it's still fixable.

WATCH THIS TRAP

EVERY QUARTER

The business review

Zoom out. Tie 90 days of work to their actual
business goals and re-confirm the success metric.
This is the natural moment to discuss expanding
scope, covered on the next page.

Rotating account managers reset trust to zero. The relationship is with a person, not your logo. Every time
you swap who the client talks to, the emotional switching cost you've built resets and the clock starts over.
Keep the same face on the account as long as you possibly can.

Every scheduled touch does two jobs. It reminds the client of the value they're getting, and it

gives you an early read on their mood. A client who's quietly unhappy will tell you on a routine

call long before they'd ever send a cancellation email. The cadence is your early-warning

system.
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AgencyGocd — WHEN ONE WOBBLES

THE SAVE-THE-ACCOUNT PLAY

Catch the wobble before it
becomes a cancellation.

Clients rarely leave overnight. They leave slowly, then all at once. Read the early signals.

i Replies get slower and shorter
The client who used to answer in an hour now takes three days and one line. Disengagement shows up in
the inbox before it shows up in a cancellation.

2 They stop joining the calls
A standing call that gets rescheduled twice, then skipped, is a client mentally checking out. They've
stopped investing attention, which comes right before they stop investing money.

3 "Can you remind me what we're paying for?"
The value question. When a client can no longer connect your fee to a result, they're already drafting the
autopsy. Often the work was fine. The visibility wasn't.

a A new decision-maker appears
A new CMO, a new owner, a new "let's review all our vendors." This is the moment the relationship you built
with one person no longer protects the account.

"I want to make sure were still pointed at what matters most to you. When we started, the goal
was . Is that still the priority, or has something shifted? Walk me through

what success looks like for you over the next 90 days.”

Lead with their outcome, not your defense. Reconfirm the goal, surface the real objection (it's rarely price), and rebuild
the visible-value loop fast. A genuine reset call saves accounts that a discount never could.

REMEMBER THE DATA

Around 70% of the time the reason given isn't the real one. When a client says "it's budget,” treat it as a
prompt to dig, not a verdict. The fix is almost always making the result visible again, not cutting your price.
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AgencyGocd — GROW THE ACCOUNT

EXPAND, UPSELL & THE MATH THAT CHANGES EVERYTHING

A kept client is your
cheapest gsrowth.

Once the account is stable and the value is visible, expansion stops being a pitch and starts
being obvious.

When a client trusts the result and can see it on every report, growing the account isn't a hard sell. The
quarterly review is your natural opening: you've just proven the trajectory, so the next line is simple.
"Here's what we could do if we widened the scope to cover X." Earn the expansion with proof, then ask for
it on purpose.

Lifetime Value = Monthly Fee =

4.2% 1.6%

high-churn shop (~4.2%/mo) best-in-class retainer (~1.6%/mo) the LTV, at the same fee

Take the same shop from 4.2% monthly churn down to 1.6% and you roughly triple the lifetime value of
every client without raising a single price or winning a single new logo. That's the whole game. Retention
quietly multiplies the value of work you've already done.

A happy 12-month client is your number one source of new business. They refer. They
become the case study that closes your next deal. Plug the leak and your acquisition gets
cheaper too, because referred clients carry ~16% higher lifetime value and ~18% lower
churn. The clients you keep are the ones who bring you the next ones.

Source: Wharton study (Schmitt, Skiera, Van den Bulte) / GrowSurf.

Stop replacing clients.
Start stacking them.
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® YOUR NEXT MOVE

Retention keeps them.
We build the machine that fills the
calendar.

Keeping clients only matters if the front of your funnel is full. We install a done-
with-you client acquisition system that books qualified calls, makes sure they
show, and gives you clients worth retaining, all backed by the $10,000 guarantee:
you get the result, or you get paid $10,000.

40% of clients plan to switch agencies in the next six months. Some of those are
about to be looking for someone exactly like you. We cap onboarding to a handful
of agencies a month so we can actually deliver. Apply now and we'll map your

acquisition and retention plan live.

‘ You get the result, or you get paid $10,000
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Results shown are not typical and not guaranteed. Statistics cited are from third-party sources and presented as ranges and benchmarks,
not promises.
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