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INTRODUCTION 
 

THE PROBLEM MOST AGENCIES DON'T SEE 
 
You lose a client. 

It feels sudden. Unexpected. "Out of nowhere." But was it really? 

When you replay the last 90 days, the warning signs were there. The client who 

stopped responding to emails as quickly. The invoice that sat unpaid for 45 days 

instead of the usual 

 

The quarterly business review where the CMO seemed distracted and 

asked to "reschedule" twice. 

These weren't random friction points. They were early warning signals—behavioral 

changes that predict client departure 60 to 90 days before the cancellation email 

arrives. 

The brutal math: Losing an $180,000 annual client means you need to sign eighteen 
new 

$10,000 clients just to break even. And while you're scrambling to fill your pipeline 

with new prospects, three more existing clients are quietly planning their exit. 

Most agencies obsess over lead generation while their client base hemorrhages 
revenue. 

This guide teaches you a different approach: proactive client retention through 

systematic early warning detection. 
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What you'll learn in the next 15 minutes: 

 
The 8 behavioral signals that appear before churn 

What each signal looks like in real client relationships 

Why these signals predict departure 60-90 days out 

Specific intervention tactics for each signal 

A simple 15-minute weekly review process 

Who this guide is for: 

HubSpot Solutions Partner agencies (Platinum, Diamond, Elite) 

Agency founders, CEOs, and client success leaders 

Teams managing 10-100+ client relationships 

Anyone tired of "surprise" client departures 

What this guide is NOT: 

 
A satisfaction survey template (you're measuring behavior, not sentiment) 

A complex CRM implementation project (you can start today with a spreadsheet) 

Academic theory (every example comes from real agency audits) 

Let's begin. 

 

HOW TO USE THIS GUIDE 
 

THE 15-MINUTE WEEKLY CLIENT CALIBRATION PROCESS 
 
This framework works because it's simple enough to actually use. Here's how: 

Every Monday morning (or your preferred day), spend 15 minutes: 

Pull your client list (focus on clients >$5K/month or >$50K annual value) 

Go through each client, asking: "Have I seen any of the 8 signals in the past 7 days?" 

Flag any client with 2+ signals as "yellow" (monitor closely) 

Flag any client with 3+ signals as "red" (intervention needed this week) 

Document the signals (simple notes: "Signal #3: Invoice 30 days late, Signal #5: CMO left") 

Assign intervention tasks (who on your team will do what by when) 
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That's it. Fifteen minutes. Once a week. No complex dashboards. No surveys. Just behavioral 

observation. 

What to track: 

 
Which signals you're seeing 

How many signals per client 

Trends over time (are signals increasing or decreasing?) 

Intervention actions taken 

Outcomes (did the client stay or leave?) 

 
The goal is NOT perfection. You won't catch every at-risk client. But you'll catch 50-60% of 

them, which means you'll save hundreds of thousands in annual recurring revenue. 

Tools you can use: 

 
Spreadsheet (Google Sheets or Excel) - simplest approach 

Your existing CRM (HubSpot, Salesforce, etc.) - add custom fields 

Project management tool (Asana, ClickUp, Monday.com) - if your team prefers 

Sticky notes on a whiteboard (low-tech but effective for small teams) 

The 8 signals are on the following pages. Read them once, then bookmark this guide for your 

weekly reviews. 

 

SIGNAL #1 - DECLINING RESPONSE TIMES TO EMAILS AND CALLS  
 
WHAT IT LOOKS LIKE: 
 

Your primary contact used to respond to emails within 2-4 hours. Now it's 24-48 hours, or 

worse—radio silence until you follow up twice. Phone calls go to voicemail and don't get 

returned. Slack messages sit on "read" without replies. 

Specific examples: 

 
Client who replied same-day now takes 3-4 days 

Emails that used to get thoughtful responses now get one-word answers ("Thanks" or "Got it") 

Your last three emails received no response at all 

They used to answer your calls; now everything goes to voicemail 

Text messages go unanswered (if you communicate that way) 
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WHY THIS PREDICTS CHURN (60-90 days out): 

Response time is a proxy for priority. When someone stops responding quickly, it means 

you've dropped down their mental priority list. This doesn't happen overnight—it's a gradual 

deprioritization that signals waning engagement. 

By the time response times have degraded significantly, the client is already mentally 

detaching from the relationship. They're not consciously thinking "I'm going to leave," but 

they're unconsciously pulling away. 

The timeline: Declining response times appear first (days 1-30), then other signals follow 

(days 30-60), then the decision to leave crystallizes (days 60-90). 

 

WHAT TO DO WHEN YOU SPOT IT: 
 
Immediate action (within 48 hours): 

 
Acknowledge the pattern directly: "I've noticed our email exchanges have slowed down over 

the past few weeks. Is everything okay on your end?" 

Make it easy to respond: Offer a quick phone call instead of email ping-pong 

Check if you're contacting the right person: Has their role changed? Are they overwhelmed? 

Is someone else better? 

 
Short-term intervention (within 2 weeks): 

 
Switch communication channels: If email isn't working, try Slack, phone, or text 

Reduce message frequency: Paradoxically, backing off slightly can reduce pressure and 

re-engage them 

Ask directly about communication preferences: "What's the best way to reach you these 

days?" 

 
Long-term fix (within 30 days): 

 
Schedule standing meetings: Weekly or bi-weekly check-ins prevent the "out of sight, out of 

mind" problem 

Add a backup contact: Don't rely on one person—build relationships with 2-3 stakeholders 

Track response time metrics: Monitor whether this improves or continues degrading 

Red flag: If response times don't improve after direct acknowledgment, this client is in serious 

risk territory. Escalate to Signal #7 intervention tactics. 
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SIGNAL #2 -  REDUCED ENGAGEMENT IN MEETINGS (SHORTER 
CALLS, DISTRACTED BEHAVIOR) 

 

WHAT IT LOOKS LIKE: 
 
Your weekly strategy calls used to run 60 minutes with active participation. Now they're cut to 

30 minutes, and the client is multitasking—you hear typing, see them looking at other screens, 

or they say "Can we make this quick?" 

Specific examples: 

 
Meetings that were 60 minutes are now 20-30 minutes 

Client arrives late, leaves early, or reschedules frequently 

During video calls: camera off, clearly doing other work, checking phone 

They give one-word answers to open-ended questions 

No questions asked—used to be curious, now just going through the motions 

"Let's skip this week" becomes a regular occurrence 

WHY THIS PREDICTS CHURN (60-90 days out): 

Meeting engagement reflects perceived value. When clients are getting value, they show up 

fully—prepared, engaged, asking questions, contributing ideas. When value perception drops, 

meetings become a checkbox obligation rather than a strategic investment of time. 

The degradation pattern: First meetings get shorter, then less frequent, then eliminated 

entirely ("Let's just do email updates"). By the time they're avoiding meetings altogether, 

they're mentally shopping for your replacement. 

 

WHAT TO DO WHEN YOU SPOT IT: 
 
Immediate action (this week): 

 
Call out the pattern gently: "I've noticed our meetings have gotten shorter lately. Is the format 

not working for you anymore?" 

Ask about meeting value: "What would make these conversations more valuable for you?" 

Offer to restructure: "Would you prefer monthly deep-dives instead of weekly check-ins?" 

Short-term intervention (within 2 weeks): 

 
Bring more value to meetings: Stop status updates (send those via email), focus on strategic 

insights only 

Make meetings optional but valuable: "I have three things I'd love to get your input on. Worth 

20 minutes?" 
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Include their team: Invite people who ARE engaged (marketing team, product team) to 

re-energize the conversation 

 
Long-term fix (within 30 days): 

 
Audit meeting structure: Are you talking too much? Is the agenda relevant? Are you solving 

their actual problems? 

Shift from reporting to collaborating: Stop presenting results, start co-creating strategy 

Connect meetings to outcomes: "In our last meeting, we discussed X. Here's the $50K impact 

that decision had." 

 
Real-world case study: 

We worked with a Platinum agency that noticed their $15K/month client's meeting 

engagement dropping. Calls went from 60 minutes of active strategy discussion to 20 minutes 

of the client half-listening while clearly doing email. 

The intervention: The agency founder emailed: "I don't think our current meeting format is 

serving you well. Can we spend 15 minutes rethinking how we collaborate?" 

The client admitted: "Honestly, I feel like the meetings are just you telling me what you're 

doing. I already get that in your weekly reports. I don't know what value the meeting adds." 

The fix: They restructured to monthly strategy sessions focused entirely on decisions the 

client needed to make, with the agency providing recommendations. Engagement came 

roaring back. Client renewed at $18K/month six months later. 

The lesson: Meeting disengagement is usually a format problem, not a relationship problem. 

Fix the format before you lose the relationship. 

 

SIGNAL #3 - PUSHBACK ON INVOICES OR PAYMENT DELAYS  

WHAT IT LOOKS LIKE: 

Invoices that used to be paid within 15 days now take 30, 45, 60+ days. Or worse: the client 

questions the invoice amount, asks for itemization, or requests a "temporary reduction" in 

fees. 

Specific examples: 

 
Payment terms shift from NET 15 to NET 45 to NET 60 without discussion 

"Can we push this invoice to next month?" becomes a pattern 

Questions about line items that were never questioned before 
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Requests to "pause services for a month" or "reduce the retainer temporarily" 

CFO or finance team suddenly involved in approving invoices (didn't use to be) 

Partial payments instead of full invoice amounts 

WHY THIS PREDICTS CHURN (60-90 days out): 

Payment behavior is the most reliable predictor of client health because it reflects internal 

budget scrutiny. When a client starts delaying or questioning payments, it means: 

 
Budget pressure: They're running tight on cash or re-evaluating spend 

Value questioning: Someone internally is asking "Is this worth what we're paying?" 

Vendor re-categorization: You've shifted from "strategic partner" to "cost to be managed" 

The pattern: Payment delays start (days 0-30), then budget discussions intensify (days 

30-60), then they announce they're "going in a different direction" (days 60-90). 

Critical distinction: One late payment due to AP issues is not this signal. Consistent pattern of 

delays or new questions about pricing IS this signal. 

 

 

 

WHAT TO DO WHEN YOU SPOT IT: 
 
Immediate action (same day the pattern appears): 

 
Address it directly and early: "I noticed this invoice is at 45 days. Is there something I should 

know about?" 

Separate payment issues from value issues: "Is this a cash flow timing thing, or is there a 

concern about the value we're delivering?" 

Don't ignore it: Agencies that pretend payment delays are "just accounting issues" lose clients 

Short-term intervention (within 1 week): 

Have the budget conversation: "Walk me through your budget planning. Are we still a priority 

spend?" 

Connect fees to outcomes: "Our $10K/month retainer generated $150K in pipeline last 

quarter. Want to review the ROI?" 

Offer payment flexibility (carefully): Only if the value is solid but cash flow is temporarily tight 

Long-term fix (within 30 days): 

Quarterly value reviews: Proactively show ROI before they question it 

Shift to outcome-based pricing: If possible, tie fees to results to reduce "cost" perception 

Build champion at finance level: Have a relationship with whoever approves invoices 
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What NOT to do: 

 
■ Accept "temporary reductions" without a clear path back to full fees (you'll never get back) 

■ Waive late fees or penalties to "be nice" (signals you don't value your own work) 

■ Keep delivering full scope while accepting partial payments (recipe for resentment) 

 
Real-world case study: 

A Diamond-tier agency had a $25K/month client whose invoices went from NET 15 to NET 60 

over three months. The agency assumed it was "just accounting being slow." 

Month 4, the client said: "We're pausing the engagement to 'reassess our marketing spend.'" 

Translation: You're fired. 

Post-mortem: The CFO had been questioning the value for months. The payment delays were 

his way of applying pressure. By the time the agency addressed it, the decision was already 

made. 

The lesson: Payment delays are not accounting issues. They're value signals. Address them 

immediately. 

 

SIGNAL #4 - SCOPE CREEP REQUESTS WITHOUT BUDGET 

DISCUSSION 
 

WHAT IT LOOKS LIKE: 
 
The client starts asking for work outside the original scope—"Can you also handle our social 

media?" or "Would you mind putting together this deck for our board meeting?"—but never 

mentions additional budget. They're treating you like an unlimited resource. 

Specific examples: 

 
"While you're at it, can you also..." requests becoming frequent 

Projects outside the SOW presented as "quick favors" 

New stakeholders assigning you work without checking if it's in scope 

Expectations expanding ("I thought this was included") without contract amendments 

You're working 30% more hours for the same fee 

WHY THIS PREDICTS CHURN (60-90 days out): 
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Scope creep without budget discussion reveals a fundamental misalignment: The client 

doesn't see you as a strategic partner with limited capacity—they see you as a vendor with 

unlimited availability. 

This happens when value perception drops. When clients value the relationship, they respect 

your time and proactively discuss scope changes. When they've mentally downgraded you to 

"service provider," they assume you'll just do whatever they ask. 

The danger: If you say yes to every scope creep request (to "keep the client happy"), you train 

them that your boundaries don't matter. If you say no without context, you seem difficult. 

Either way, the relationship deteriorates. 
 

WHAT TO DO WHEN YOU SPOT IT: 
 
Immediate action (first time it happens): 

 
Acknowledge the request positively: "I'd love to help with that deck." 

Clarify scope boundary: "That's outside our current agreement. Let's talk about how to make it 

work." 

Offer options: "We can do this as a one-time add-on for $X, or we can expand the retainer to 

include board support ongoing." 

 
Short-term intervention (if it becomes a pattern): 

 
Document the pattern: "Over the past month, I count 4 requests outside our original scope. 

Let's revisit the SOW." 

Reframe the conversation: "You're getting more value than we contracted for, which is great! 

Let's make sure the agreement reflects reality." 

Propose scope expansion with fees: Never accept permanent scope creep without 

compensation 

 
Long-term fix (within 30 days): 

 
Create clear scope boundaries in contract: SOW should define what's in and explicitly what's 

out 

Implement change request process: "Anything outside these 5 deliverables requires a change 

order form" 

Educate the client on capacity: "Our team has 40 hours/month allocated to you. Here's how 

those hours are currently spent." 

 
What NOT to do: 

 
■ Say yes to everything to avoid conflict (you'll burn out and resent them) 
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■ Say no without explanation (you'll seem inflexible) 

■ Do the extra work and then surprise them with a bill (damages trust) 

 
Real-world case study: 

A Platinum agency had a $12K/month client who kept adding "small requests"—blog posts, 

social graphics, email campaigns—all outside the agreed content calendar. The agency said 

yes every time to "be helpful." 

After 6 months, the agency was delivering $18K worth of work for $12K in fees. When they 

finally raised it, the client responded: "But you've been doing this work for months. I assumed 

it was included." 

The agency tried to renegotiate. The client refused. Relationship ended. 

The lesson: Scope creep is a test. If you fail to hold boundaries early, the client learns you 

have no boundaries. Set them clearly and kindly from the first request. 

 

SIGNAL #5 - SIGNAL #5: KEY STAKEHOLDER TURNOVER (YOUR 
CHAMPION LEAVES) 

 

WHAT IT LOOKS LIKE: 
 
The person who hired you, advocated for you, and protected your budget—your 

"champion"—leaves the company. Their replacement doesn't know you, didn't choose you, 

and has their own preferred vendors. 

Specific examples: 

 
CMO who signed the contract leaves; new CMO has "their own agency relationships" 

Marketing Director who loved your work gets promoted; replacement wants to "evaluate all 

vendors" 

CEO who valued your strategic input retires; new leadership wants to "cut costs" 

Your day-to-day contact quits; the person who takes over their role doesn't understand what 

you do 

 
WHY THIS PREDICTS CHURN (60-90 days out): 

New stakeholders want to make their mark. One of the easiest ways is to cut costs or bring in 

"their people." Even if your work is excellent, you're at risk because: 

 
You're inherited, not chosen: New stakeholders didn't select you, so there's no ownership 

Knowledge gap: They don't understand the value you deliver or the history of the relationship 
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Political dynamics: Keeping your agency means validating their predecessor's decision; 

replacing you establishes their authority 

 

The timeline: Champion leaves (day 0) → New person settles in (days 1-30) → Evaluation 

period (days 30-60) → Decision to change vendors (days 60-90). 

 

WHAT TO DO WHEN YOU SPOT IT: 

 
Immediate action (within 1 week of learning about turnover): 

 
Reach out proactively: Don't wait for them to contact you. Email: "I heard [Champion] is 

leaving. I'd love to introduce myself to whoever's taking over." 

Request intro meeting: "Can we schedule 30 minutes so I can bring you up to speed on what 

we've been working on?" 

Prepare a value summary: Document your work and results over the past 6-12 months 

Short-term intervention (within 30 days): 

Treat it like a new client pitch: You're re-selling yourself to someone who doesn't know you 

Focus on outcomes, not activities: "We've generated $400K in pipeline" not "We published 12 

blog posts" 

Build relationship quickly: Invest time in understanding their priorities, not just defending past 

work 

Acknowledge their authority: "I know you'll want to evaluate all your vendors. I'd love to be 

part of that process." 

 
Long-term fix (ongoing): 

 
Never rely on one champion: Build relationships with 3-5 stakeholders so turnover doesn't kill 

you 

Document everything: Results dashboard, impact reports, case studies—make your value 

undeniable 

Become institutionally embedded: Integrate your work so deeply that replacing you would be 

disruptive 

 
Real-world case study: 

A Platinum agency had a $20K/month client with a strong champion (VP of Marketing). When 

she left for another company, her replacement came in with his own agency preferences. 

The agency made two critical mistakes: 

Waited for the new VP to reach out (he didn't) 
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Assumed their good work would speak for itself (it didn't) 

 
Within 90 days, the new VP brought in his former agency. The Platinum agency lost $240K in 

annual revenue. 

What they should have done: Immediately requested a meeting, presented 12 months of 

results, asked about the new VP's priorities, and proactively proposed how to support his 

goals. 

The lesson: Stakeholder turnover is a restart, not a continuation. Treat new decision-makers 

like prospects, not existing clients. 

 

SIGNAL #6 - DELAYED APPROVALS ON DELIVERABLES 

WHAT IT LOOKS LIKE: 
 
Work that used to get approved within 2-3 days now sits in limbo for weeks. You send the 

content calendar for review—no response. You submit the campaign creative—crickets. 

Approvals that used to flow smoothly are now stuck in bureaucratic delays. 

Specific examples: 

 
"I'll review that next week" becomes a recurring refrain 

Deliverables sit unapproved for 10, 15, 20+ days 

Client asks for revisions, you deliver them, then... silence again 

Approval processes that didn't exist before suddenly appear (legal review, CFO sign-off, 

committee approval) 

You're blocked from executing because you can't get decisions 

 
WHY THIS PREDICTS CHURN (60-90 days out): 

Delayed approvals signal disengagement. When clients care about the work, they review and 

approve quickly because they want to see results. When they've checked out mentally, 

approvals become low-priority tasks. 

There are two scenarios: 

 
Active disengagement: They don't care anymore and aren't prioritizing your work 

Passive sabotage: They're planning to leave and want to create a paper trail of "the agency 

wasn't delivering" 

 
Both scenarios lead to the same outcome: You can't execute, results suffer, they blame you 

for poor performance, relationship ends. 
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The vicious cycle: Delayed approvals → You can't execute → Results decline → They lose 

confidence → They delay approvals even more → Death spiral 

 

WHAT TO DO WHEN YOU SPOT IT: 
 
Immediate action (when it first happens): 

 
Follow up with urgency (not nagging): "I need your approval by Friday to stay on schedule for 

the campaign launch. Can you prioritize?" 

Identify the blocker: Is it your contact who's delaying, or is it someone upstream? 

Offer to help unstick it: "What information do you need from me to get this approved?" 

Short-term intervention (if pattern continues): 

 
Escalate politely: "I've noticed our approval process has slowed significantly. Is there 

something I should know about priorities shifting?" 

Set explicit deadlines: "If I don't hear back by [date], I'll proceed assuming approval so we 

don't miss the deadline." 

Create urgency: "We're at risk of missing the Q2 campaign launch if we don't get this 

approved by end of week." 

 
Long-term fix (within 30 days): 

 
Renegotiate approval process: "The current process is creating delays that hurt results. Can 

we streamline?" 

Get approval authority delegated: If your contact can't approve, find someone who can 

Implement approval SLAs in contract: "Client commits to 3-business-day approval turnaround" 

What NOT to do: 

 
■ Keep producing work that sits unapproved (you're wasting time) 

■ Approve it yourself and proceed (creates liability issues) 

■ Complain about the delays without proposing solutions 

 
Real-world case study: 

A Diamond agency had a $30K/month content client whose approval times went from 48 

hours to 3+ weeks. Every blog post, every social post, every email—stuck in review limbo. 

The agency kept producing content, assuming it would eventually get approved. After 2 

months, the client had a backlog of 40 unapproved pieces and said: "You're not delivering. 

We're canceling the contract." 
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The agency protested: "We delivered everything on time! YOU didn't approve it!" 

The client responded: "If the approvals are delayed, it's your job to escalate and solve it. You 

didn't." 

The lesson: Delayed approvals are YOUR problem to solve, not theirs. Don't let your work sit 

in approval purgatory—force the conversation. 

 

SIGNAL #7: REQUESTS TO "PAUSE" OR "REDUCE" 

SERVICES TEMPORARILY 
 

WHAT IT LOOKS LIKE: 
 
The client asks to "pause the engagement for a month" or "reduce the retainer temporarily 

while we figure out budget." They frame it as temporary and assure you it's not personal—just 

a short-term thing. 

Specific examples: 

 
"Can we pause for Q1 and restart in Q2?" 

"Let's drop from $15K/month to $8K/month for a few months" 

"We need to reduce scope temporarily—just the essentials" 

"Can we go month-to-month instead of the annual contract?" 

"Let's take a break and reconnect in a few months" 

WHY THIS PREDICTS CHURN (60-90 days out): 

"Pause" or "reduce" requests are soft breakups. In 90% of cases, the client doesn't come 

back. Even if they genuinely plan to resume, what usually happens: 

 
They realize they don't miss you: The pause reveals they can survive without you 

Priorities shift: The budget you gave up gets reallocated to something else 

Momentum is lost: Restarting a paused engagement is hard; it's easier to start fresh with 

someone new 

Guilt avoidance: It's easier to ghost after a "pause" than to have the breakup conversation 

 
Critical truth: Pauses almost never unpause. Reductions rarely return to full scope. These are 

exit ramps, not detours. 

 

WHAT TO DO WHEN YOU SPOT IT: 
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Immediate action (in the conversation where they request it): 

 
Ask the real question: "I appreciate the honesty. Between us, is this a temporary cash 

flow issue or is there a larger concern about value?" 

Don't accept the "temporary" framing immediately: "I hear you. Before we pause, let's make 

sure we're solving the right problem." 

Understand the true reason: Budget cuts usually mean something else is getting prioritized. 

What changed? 

 
Short-term intervention (before agreeing to anything): 

 
Diagnose the root cause: Is it budget, value perception, internal politics, or performance 

dissatisfaction? 

Offer alternatives to pausing: 

 
If budget: "What if we restructured to focus on just the highest-ROI activities for $X/month?" 

If value: "Let's do a 30-day sprint focused entirely on outcomes. If it doesn't deliver, we part 

ways." 

If performance: "Tell me what's not working. Give me 60 days to fix it before we make this 

decision." 

 

Make the stakes clear: "I want to be transparent—in my experience, pauses rarely resume. If 

we pause, we should both expect this might be the end." 

 
Long-term fix (if you agree to reduced scope): 

 
Set a clear restart plan: "We'll reduce to $X for 3 months. On [specific date], we'll review and 

either restart at full scope or end the engagement." 

Define what success looks like: "If we hit [specific metric], we go back to full scope. If not, we 

part ways." 

Document the agreement: Don't rely on verbal—put it in writing 

What NOT to do: 

■ Accept indefinite pauses ("Let's just pause and see") without end dates 

■ Keep delivering full scope at reduced fees hoping they'll pay full price later (they won't) 

■ Agree to "friends and family pricing" permanently (devalues your work) 

Real-world case study: 
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A Platinum agency had a $18K/month client request a pause "for Q1 while we assess our 

marketing budget." 

The agency agreed, thinking they'd restart in Q2. 

Q2 came. The client said: "Actually, let's extend the pause through Q2." 

By Q3, the client had hired an in-house person and ghosted the agency completely. 

Total loss: $216K in annual revenue that never came back. 

What they should have done: When the client requested the pause, the agency should have 

said: "Let's be honest—if we pause, we're probably not restarting. If budget is the issue, let's 

find a way to keep working together at a level that makes sense. If value is the issue, let's 

address it directly." 

The lesson: Call the pause what it is—a breakup. Either fix the real problem or end it cleanly. 

Don't linger in paused purgatory. 

 

SIGNAL #8: COMPETITOR MENTIONS IN CONVERSATIONS  

 

WHAT IT LOOKS LIKE: 
The client casually drops competitor names in conversation: "I was talking to [Other Agency] 

the other day..." or "I saw [Competitor] did something similar for [Brand]..." They're not asking 

you to match a proposal (yet), but they're signaling they're shopping. 

Specific examples: 

 
"I've been talking to a few other agencies about this" 

"Someone mentioned [Competitor] has a different approach" 

Forwarding you competitor content: "Look what [Other Agency] is doing" 

Asking how you compare to specific competitors 

LinkedIn activity: connecting with competitors, engaging with their content 

Conference attendance: "I met this agency at INBOUND..." 

WHY THIS PREDICTS CHURN (60-90 days out): 

Competitor mentions are reconnaissance. Clients who are happy don't shop. When they start 

name-dropping competitors, it means: 

 
Active exploration: They're evaluating alternatives (even if casually) 
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Leverage building: They want you to know you're not the only option (creates pricing 

pressure) 

Exit planning: They're gathering information for a potential switch 

 
Important distinction: If they're asking "How does your approach compare to [method]?" that's 

intellectual curiosity. If they're saying "I'm talking to [Specific Agency]," that's vendor shopping. 

The timeline: Competitor mentions start (days 0-30) → RFP or competitive bids requested 

(days 30-60) → Decision to switch made (days 60-90). 

 

WHAT TO DO WHEN YOU SPOT IT: 
 
Immediate action (same conversation): 

 
Don't panic or get defensive: "That's great! [Competitor] does good work. What specifically 

caught your attention?" 

Understand what they're really asking: Are they testing you? Looking for validation? Actually 

shopping? 

Address the underlying concern: "It sounds like you're exploring different approaches. What's 

driving that?" 

 
Short-term intervention (within 1 week): 

 
Have the direct conversation: "I noticed you mentioned [Competitor] a few times. Are you 

evaluating other options right now?" 

If they say yes: "I appreciate the honesty. What would make you want to stay with us versus 

switching?" 

If they say no: "Good to know. I want to make sure we're still delivering what you need. 

Anything we should be doing differently?" 

 
Long-term fix (within 30 days): 

 
Proactively differentiate: Make it clear why you're better (or different) without being asked 

Reinforce switching costs: "We've built [X system/integration/process] that would be complex 

to replicate" 

Lock in commitment: If contract renewal is coming, address it early before they're too far down 

the competitor conversation path 

 
What NOT to do: 

 
■ Badmouth competitors (makes you look insecure) 

■ Ignore the signal and hope it goes away (it won't) 
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■ Offer panic discounts to keep them (damages long-term relationship) 

■ Match competitor proposals without understanding the real need (you'll lose on price) 

 
Real-world case study: 

A Platinum agency noticed their $22K/month client kept mentioning a specific competitor 

agency—always framed as "I heard they do X differently." 

The agency ignored it, thinking: "We're doing great work. They're not going to leave." 

Three weeks later, the client said: "We're going to pilot [Competitor Agency] for 90 days and 

see how it goes." 

The Platinum agency lost the client entirely. Post-mortem revealed the competitor had been 

actively courting the client for 2 months. 

What they should have done: When competitor mentions started, immediately say: "It sounds 

like you're exploring alternatives. Let's talk openly—what are we missing that has you looking 

around?" 

The lesson: Competitor mentions are not casual small talk. They're buying signals. Address 

them immediately and directly. 

 

PUTTING IT ALL TOGETHER YOUR 8-

SIGNAL CHEAT SHEET 

Keep this page bookmarked for your weekly reviews: 

✓ Signal #1: Declining response times (emails, calls, messages) 

✓ Signal #2: Reduced meeting engagement (shorter, distracted, rescheduled) 

✓ Signal #3: Invoice pushback or payment delays 

✓ Signal #4: Scope creep requests without budget discussion 

✓ Signal #5: Key stakeholder turnover (your champion leaves) 

✓ Signal #6: Delayed approvals on deliverables 

✓ Signal #7: Requests to pause or reduce services 

✓ Signal #8: Competitor mentions in conversations 

 

HOW MANY SIGNALS = ACTION REQUIRED? 
 
0-1 signals: Client is healthy. Continue normal engagement. 

2 signals: Yellow flag. Monitor closely. No immediate intervention needed, but stay alert. 

3+ signals: Red flag. Intervention required this week. This client is in active churn risk. 
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5+ signals: Critical. This client is likely already planning their exit. Emergency intervention 

needed. 

 

SIGNAL COMBINATIONS THAT ARE ESPECIALLY DANGEROUS: 

 
Signals #3 + #5 (payment delays + champion departure) = 80% churn risk 

Signals #2 + #6 + #8 (meeting disengagement + approval delays + competitor mentions) = 

90% churn risk 

Signals #4 + #7 (scope creep + pause requests) = Budget pressure, 70% churn risk 

Any 4 signals together = 85%+ churn risk regardless of combination 

 
CASE STUDY - REAL CLIENT SAVE 

 

THE $180K SAVE: HOW ONE AGENCY USED THIS FRAMEWORK 
 
The Setup: 

 
Client: Regional manufacturing company 

Monthly retainer: $15K ($180K annual) 

Relationship length: 18 months 

Industry: B2B industrial equipment 

 
The Signals (Week 1 of calibration): 

The agency founder ran through the 8-signal framework and identified 4 active signals: 

 
✓ Signal #1: Response times went from 4 hours to 3-4 days over past month 

✓ Signal #3: Last invoice took 52 days to pay (used to be 15 days) 

✓ Signal #6: Three deliverables sitting unapproved for 18+ days 

✓ Signal #5: Marketing Director (their champion) announced she was leaving in 30 days 

 
Risk level: CRITICAL (4 signals + champion departure) 

The Intervention (Week 1-2): 

Day 1: Agency founder emailed the departing Marketing Director: 

"I heard you're leaving—congrats on the new role! Before you go, can we talk about transition 

and making sure the new person understands our work?" 

Day 3: 30-minute call with departing champion. She revealed: 

New Marketing Director already hired (internal promotion) 
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He didn't choose the agency and wants to "prove himself" by cutting costs 

He's been slow-walking approvals intentionally to build a case that agency isn't performing 

CFO has been questioning the spend for 2 months (hence payment delays) 

Day 5: Agency founder requested meeting with new Marketing Director before official start 

date. Subject: "Strategic handoff—30 minutes to bring you up to speed." 

Day 7: Meeting with new Director. Agency presented: 

 
18 months of results: $2.4M in attributed pipeline, 47% increase in qualified leads 

Breakdown of where the $15K/month goes (transparent cost structure) 

Three strategic priorities for his first 90 days with recommended budget allocation 

Honest acknowledgment: "I know you didn't choose us. We'd love to earn that trust." 

Day 14: New Director said: "I was planning to bring in my former agency. But after seeing your 

results and how you approached this transition, I want to give you a shot. Let's do a 90-day 

performance sprint. If it works, we continue. If not, we part ways." 

The Outcome: 

 
Client stayed (saved $180K annual revenue) 

90-day sprint exceeded goals (pipeline up 62%) 

Contract renewed at $18K/month (20% increase) 

Relationship is now stronger than ever 

What made the difference: 

The agency spotted the signals early (week 1 of using framework), intervened immediately 

(within 7 days), and addressed the real issue (new stakeholder transition) rather than ignoring 

the warning signs. 

Without this framework: The agency would have been caught off-guard when the new Director 

canceled the contract 30 days after taking over. They would have lost the client with no 

chance to save it. 

 

NEXT STEPS - IMPLEMENT THIS STARTING THIS WEEK: 

Monday morning (15 minutes): 

 
Pull your client list (focus on clients >$5K/month) 
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Go through each client with the 8-signal checklist 

Flag any client with 2+ signals as "monitor" 

Flag any client with 3+ signals as "intervene" 

 
For "intervene" clients: 

5. Assign intervention tasks to your team this week 

6. Document the signals and your intervention plan 

7. Set a reminder to review progress next Monday 

 

TOOLS TO USE: 
 
Spreadsheet approach (simplest): 

 
Column A: Client name 

Columns B-I: Each of the 8 signals (TRUE/FALSE) 

Column J: Total signals count (auto-calculate) 

Column K: Risk level (formula: 0-1=Green, 2=Yellow, 3+=Red) 

Column L: Intervention notes 

Column M: Owner (who's responsible) 

Column N: Next review date 

Download template: [You'll create a simple Google Sheets template they can copy] 

HubSpot approach (for agencies already using it): 

Create custom properties on Company record for each signal 

Create calculated field for total signal count 

Create workflow to flag records with 3+ signals 

Create tasks for account team when client hits intervention threshold 

 

TRACKING OVER TIME: 
 
The real power comes from tracking trends: 

 
Is this client's signal count increasing or decreasing? 

Which interventions are working? 

Which signals appear most often before actual churn? 

What's your overall client health distribution? 
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After 30 days of tracking, you'll see patterns: 

 
"We lost 3 clients this month—all had Signal #3 + #5 combination" 

"Clients where we intervened on 2-signal yellow flags stayed, clients where we waited for 3+ 

signals had 50% churn rate" 

"Our fastest-growing clients have zero signals—we should study what's different about those 

relationships" 

 

FREQUENTLY ASKED QUESTIONS 
 
Q: What if I identify 10 at-risk clients at once? I can't intervene on all of them. 

A: Triage by revenue and probability of save: 

Start with highest revenue clients who have 3-4 signals (saveable) 

Skip clients with 6+ signals (likely too late) 

Focus on top 3-5 clients this week, batch 2 next week 

 
Q: What if the client denies there's a problem when I bring up the signals? 

A: They might not be consciously aware of it yet. Frame it as: "I'm not saying there's a 

problem—I'm noticing patterns and want to make sure we're aligned. What's your take?" If 

they still deny, document it and watch closely. The signals don't lie. 

Q: How do I prevent these signals from appearing in the first place? 

A: The best defense is proactive client management: 

Quarterly value reviews (show ROI before they question it) 

Multi-stakeholder relationships (don't rely on one champion) 

Regular communication cadence (weekly touchpoints) 

Clear scope boundaries (prevent scope creep from starting) 

Q: What if I intervene and they still leave? 

A: You won't save every client. The goal is to save 50-60% of at-risk clients, which is 

significantly better than the 0-10% save rate when you don't spot signals early. Track your 

intervention success rate and improve your approach over time. 

Q: Should I share this framework with my team? 

A: YES. Your account managers, client success team, and project managers should all know 

these signals. Make it part of your weekly team meetings: "Which clients showed signals this 

week?" 
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Q: Can I use this for prospects, not just existing clients? 

A: Partially. Signals #1, #2, and #8 apply to sales prospects too: 

 
If response times are slow during the sales process, they're not that interested 

If they mention competitors frequently, you're in a bake-off 

If they keep rescheduling meetings, you're not a priority 

 
Q: What's the difference between this and client satisfaction surveys? 

A: This framework tracks behavior (what they do), not sentiment (what they say). Clients will 

tell you they're satisfied right up until they cancel. Behavioral signals appear 60-90 days 

before satisfaction scores drop. 

 

READY FOR MORE? 
 

YOU'VE COMPLETED THE CALIBRATION GUIDE 
 
You now have a framework for spotting client churn 60-90 days before it happens. But 

knowledge alone doesn't save clients—systematic tracking and intervention does. 

 

HERE'S WHAT TO DO NEXT: 
 
Option 1: Implement this framework yourself 

 
Use the spreadsheet template approach 

Run weekly 15-minute calibration reviews 

Track your results over the next 90 days 

Option 2: Upgrade to quantitative tracking 

The Calibration Guide teaches you what to look for (8 behavioral signals). 

The Client Health Scorecard teaches you how to measure it (27-point scoring system with 

trending analysis). 

What's in the Scorecard: 

 
27 behavioral signals (not just 8) across 5 categories 

Quantitative scoring: 0-100 point scale per client 

Automated Excel calculations and conditional formatting 

Month-over-month trending analysis 

Risk trajectory prediction 

Recommended intervention tactics based on score 
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Who should get the Scorecard: 

 
Agencies managing 20+ clients who need systematic tracking 

Teams that want data-driven client health metrics 

Leaders who need to delegate calibration to their team 

Anyone who found at-risk clients using this guide and wants deeper diagnostics 

 
Investment: $27 

Get the Client Health Scorecard: [Link to your landing page] 

 
Option 3: Get hands-on help 

If you've identified at-risk clients using this framework and want expert help intervening, I offer 

a Complimentary Agency Revenue Audit. 

What you get (45-60 minutes): 

 
Client retention infrastructure audit 

Breeze AI readiness assessment 

Top 3 revenue opportunities identified with impact estimates 

Framework overview and next steps 

Written summary within 24 hours 

What you DON'T get: 

A sales pitch (we'll discuss fit, but there's no pressure) 

Generic advice (every recommendation is specific to your agency) 

A bill (it's genuinely complimentary) 

Who should book: 

 
Agency founders/CEOs at Gold, Platinum, Diamond, or 

Elite tier Leaders managing $1M-$25M in ARR 

Teams experiencing 15%+ annual churn 

Anyone who wants to turn client retention into a competitive advantage 

Book your free audit: https://calendly.com/jcmentor/60min 
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FINAL THOUGHTS 
 

 

THE AGENCIES THAT WIN IN 2026 
 
Most HubSpot agencies are playing the wrong game. 

They obsess over lead generation—new campaigns, new channels, new tactics—while their 

existing client base quietly hemorrhages revenue. 

The math is brutal: Losing one $180K client means you need eighteen new $10K clients just 

to break even. 

The smartest agencies have figured out a different approach: 

They treat client retention like a system, not a sentiment. They track behavioral signals, not 

satisfaction scores. They intervene 60-90 days before churn, not after the cancellation email 

arrives. 

You now have the framework they use. 

The 8 early warning signals in this guide aren't theory—they're patterns identified from 

hundreds of agency audits and tens of millions in prevented revenue loss. 

Your job is simple: 

 
Run your weekly 15-minute calibration 

Spot the signals early 

Intervene with the tactics in this guide 

Track your results 

If you save just one client in the next 90 days using this framework, you'll have generated 

10-50X ROI on the $17 you invested in this guide. 

Most agencies will save 2-3 clients in the first quarter. 

Here's to keeping the clients you've worked so hard to win. 

— Jack Carroll 

Founder, SalesLinks.com 

jackoranda@saleslinks.com 

ABOUT THE AUTHOR 

Jack Carroll has spent 30+ years helping B2B sales organizations build sustainable revenue 

growth. He's trained over 7,000 sales professionals and consulted with dozens of HubSpot 

Solutions Partner agencies on lead generation, client retention, and AI implementation. 

His philosophy: "The art of selling is the absence of selling." 
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His focus: Helping Platinum HubSpot agencies achieve 25-35% ARR growth through client 

retention infrastructure and strategic Breeze AI deployment. 

Connect: 

 
Email: jackoranda@saleslinks.com 

LinkedIn: linkedin.com/in/jackcarrollmentor 

Website: saleslinks.com 

Calendar: calendly.com/jcmentor/60min 

Products & Services: 

Client Calibration Guide (this guide) - $17 

Client Health Scorecard - $27 

Complimentary Agency Revenue Audit - Free 

90-Day Revenue Stabilization Sprint - $2,500-$3,500 

AI Agency Advantage System (Full Implementation) - $10,000 
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No part of this guide may be reproduced without written permission, except for brief 

quotations in reviews or articles with attribution. 
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YOUR NEXT STEPS TO CREATE THE PDF: 

 
Copy all the content above (Pages 1-27) 

Paste into Microsoft Word or Google Docs 

Format according to the instructions at the top 

Add page breaks between major sections 

Export to PDF 

Upload to ConvertKit for delivery 

 
Time required: 30-45 minutes 

Result: Professional, valuable $17 product ready to deliver to customers. 
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