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Introduction

The Strategic shift in SaaS

In today’s hyper-competitive SaaS
landscape, the role of Customer Success
(CS) is undergoing a profound
transformation. Once seen primarily as a
retention mechanism, CS has become a
strategic lever for revenue generation
and growth. This evolution is not merely a
response to internal cost pressures—it
reflects a broader demand from
customers themselves. Clients now
expect more than reactive support; they
seek tailored guidance, proactive value
delivery, and measurable outcomes that
justify their investment in your software.

For SaaS companies operating in a
subscription-driven world, this shift
presents a double-edged sword. On one
hand, the opportunity to strengthen
relationships with high-value accounts
has never been greater. On the other,
maintaining traditional CS programs at
scale has become increasingly
unsustainable without demonstrable ROI.
This tension has given rise to a
compelling new approach: Billable
Customer Success.

Introducing Billable CS

Billable Customer Success redefines the
way SaaS companies approach their
customer relationships. Rather than
treating CS as a cost center,
organizations are packaging their most
impactful services—such as onboarding,
advanced training, and tailored
consulting—as premium, revenue-
generating offerings. This model not only
alleviates the financial strain on CS teams
but also aligns your success efforts with
the value customers actively seek.

Why is now the right time to consider
Billable CS?

» Economic pressures:
SaaS organizations are under
increasing pressure to reduce burn
rates while improving unit economics.

» Changing customer expectations:
Clients are willing to pay for outcomes
that directly impact their success.

» Scalability challenges:
Delivering high-quality, high-touch
services without a cost offset is no
longer viable.

Billable CS: Monetizing Customer Success for Growth and Retention
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W Evaluate your Readiness

Before diving deeper into the Billable CS
playbook, take a moment to assess your
organization’s readiness for this strategic
shift.

The big picture: unlocking strategic
and financial benefits

Transitioning to Billable CS is more than a
financial decision; it is a strategic pivot
that positions your organization as a
trusted partner in your customers’
success journey. This approach:

 Drives revenue growth:
Introduces new, predictable revenue
streams.

* Enhances customer retention:
Increases perceived value by tying
services directly to measurable
outcomes.

» Improves team efficiency:
Enables CS teams to prioritize high-
impact activities.

1 Checkist of Prereguisites

Access our checklist to evaluate
whether your €S team has the
foundations—such as a scalable
customer education program and
automated onboarding processes—
to transition into a Billable ¢S
model.

- DOWNLOAD

With Billable CS, companies can achieve
a win-win: scaling their success
programs while delivering greater value
to customers. The following sections will
explore how to capitalize on this
opportunity, including use cases, ROI
benchmarks, and a step-by-step
implementation guide.

Billable CS: Monetizing Customer Success for Growth and Retention
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The SaaS economic landscape

The subscription economy has
revolutionized how SaaS companies
grow, with a laser focus on recurring
revenue and lifetime customer value
(LTV). However, this growth comes with
challenges: shrinking margins,
heightened competition, and customers
demanding more personalized, outcome-
driven services.

Customer Success teams are at the heart
of this tension. While they play a critical
role in retention and upsell, their efforts
are often viewed as a cost center—an
overhead that’s difficult to justify when
budgets tighten. This has led SaaS
leaders to reevaluate the role of CS and
ask a crucial question: Can Customer
Success not only retain revenue but also
generate it?

The value proposition of Billable CS

Billable Customer Success offers a
solution to this dilemma by transforming
traditional CS efforts into monetized
services that customers are willing to pay
for. By packaging high-value activities
like onboarding, training, and consulting
into premium offerings, SaaS companies
can unlock new revenue streams while
reinforcing the value they deliver to their
customers.

Key benefits of Billable CS:

 Elevates perceived value
Customers are more likely to value
and engage with services they pay
for, ensuring better outcomes and
satisfaction.

o Enhances profitability
Shifts CS from a cost to a revenue
driver, improving unit economics.

o Justifies investments in CS tools and
talent
The additional revenue can fund the
expansion and enhancement of CS
teams and platforms.

« Aligns incentives
Encourages customers to prioritize
engagement, as they now have a
financial stake in their own success.

Billable CS: Monetizing Customer Success for Growth and Retention



Challenges addressed by Billable CS

Billable CS is not just about generating revenue—it also addresses some of the systemic
challenges in traditional Customer Success models:

Combating the "Free Rider" problem
When services are free, some customers fail to engage meaningfully. Monetization
ensures only motivated customers invest in these offerings, improving program

efficacy.

Reducing resource strain Creating scalable models

Paid programs allow CS teams to By charging for advanced services,
allocate resources effectively, focusing SaaS companies can reinvest in

on high-value accounts. automation and scalable solutions for

low-touch accounts.

A shifting Perspective: Customers are ready to pay for outcomes

Research shows that B2B SaaS customers are increasingly open to paying for services that
lead to clear, measurable results. A 2023 survey by Customer Success Association

revealed:
of SaaS buyers would pay of enterprise customers
75% for premium onboarding if 65% view paid consulting as
(] . . (o} . . .
it accelerates time-to- essential for tailoring SaaS
value. solutions to their unique

workflows.

This willingness to pay stems from a shift in expectations: customers now see premium CS
services as an investment in their own success. For SaaS companies, this represents a
golden opportunity to align their offerings with customer priorities while driving meaningful
revenue.

Connecting to MeltingSpot: Automating scalable education

The success of a Billable CS model depends on freeing up your team to focus on high-
touch, high-impact engagements. MeltingSpot's Customer Education platform helps you
automate low-touch education, ensuring all customers receive the foundational knowledge
they need without manual intervention. Learn more about how MeltingSpot can transform
your customer onboarding process.

d Billable CS: Monetizing Customer Success for Growth and Retention
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To understand the transformative
potential of Billable CS, it's essential to
explore how SaaS companies of varying
sizes and focus areas have successfully
implemented this model. Below, we
present anonymized but illustrative use
cases that highlight how organizations
are monetizing Customer Success to
drive both revenue and customer
outcomes.

1. Enterprise SaaS companies: driving depth and customization

Enterprise customers often have complex needs requiring tailored implementation, training,
and ongoing support. For these companies, Billable CS presents an opportunity to deliver
premium, high-touch services that align with their strategic goals.

EXAMPLE:
Company type Results
A large CRM software provider. « Added $2.5M in
annual revenue from
onboarding
Billable CS strategy packages.

* Premium onboarding packages: -« Tailored  Increased retention
Offered tiered onboarding consulting: by 15% among
programs (basic, advanced, and Provided add- customers using
custom). Customers who chose on consulting consulting services.
advanced onboarding saw a 40% hours to
faster time-to-value compared to optimize the
those who opted for the basic CRM for unique
package. workflows.

d Billable CS: Monetizing Customer Success for Growth and Retention



2. Mid-market SaaS companies: scaling customer education

Mid-sized SaaS companies often cater to customers looking for efficient, scalable
solutions. By monetizing customer education programs, these companies can deliver value
to customers while expanding revenue streams.

EXAMPLE:

Company type

A human resources software provider.

Billable CS strategy

 Workshops and .
webinars:
Charged for live training
sessions tailored to HR
professionals.

Self-paced courses:
Introduced a paid library
of online courses,
accessible through an
LMS, with certifications
as an incentive.

3. Startup SaaS companies: monetizing expertise

Results

e Generated
$800,000 in new
revenue from course
subscriptions in the
first year.

e Increased NPS by
22% among
customers who
engaged with paid
educational content.

For startups, Billable CS can create early revenue streams while establishing their team as
trusted advisors. These offerings are particularly attractive to high-growth customers

looking to maximize their software

EXAMPLE:

Company type
A workflow automation startup.

Billable CS strategy

e Quarterly Business Reviews
(QBRs):
Sold QBRs as paid sessions
where customers could
deep-dive into their usage
data and receive
optimization
recommendations.

investment.

« White-glove
onboarding:
Offered a
concierge-style
onboarding service
for customers with
unique
requirements.

d Billable CS: Monetizing Customer Success for Growth and Retention

Results

e Increased customer
spend by 30% for
accounts
purchasing QBRs.

¢ Reduced churn by
18% among
customers opting
for white-glove
onboarding.



Key insights from Use Cases

2. Revenue and retention
go hand in hand:
Customers who engage
with premium CS
services are not only

scalable solutions for more likely to stay—

mid-market clients or they often expand their
tailored programs for usage.

enterprises.

1. Flexibility is key:
Billable CS offerings
need to be adaptable
to customer needs,
whether that means

Map Your CS Use Cases

3. Monetization elevates

perceived value:
Charging for services
creates accountability
and demonstrates
commitment from both
sides.

Ready to explore how Billable CS could work for your company?

Generate your a detailed and
personalized mapping of your
onboarding and education
Journeys for your clients and
end users to identify
opportunities in your
onboarding, education, and
engagement processes.

> ANSWER THE QUESTIONS

Billable CS: Monetizing Customer Success for Growth and Retention
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To make a compelling case for Billable CS,
SaaS companies need to measure and
communicate its return on investment
(ROI). Beyond generating additional
revenue, Billable CS can significantly
impact key metrics like retention,
customer satisfaction, and operational
efficiency. Here’s a breakdown of how
organizations are realizing measurable
outcomes with this model.

1. Revenue growth: a predictable and scalable stream

Billable CS creates a new, consistent revenue stream that complements traditional
subscription fees. By introducing paid services such as onboarding, training, and
consulting, SaaS companies can improve their financial performance and offset the costs
of maintaining a high-quality CS team.

EXAMPLE METRICS:

Average revenue contribution: Lifetime value boost:

Companies implementing Billable CS Premium onboarding and paid

report that 15-25% of their total CS consulting services increase customer
budget can be funded directly through LTV by up to 20%.

billable services.

2. Improved retention and churn reduction

Billable CS drives stronger customer engagement by ensuring that clients see the value of
their software investment faster. Paid onboarding, for example, accelerates time-to-value
(TTV), while ongoing premium services help customers optimize their usage and avoid
churn.

CASE STUDY DATA:

Customers who participated in paid Clients engaging in paid QBRs or
onboarding programs are 35% less optimization workshops demonstrate a
likely to churn within the first 12 1.5x higher renewal rate compared to
months. those who do not.

d Billable CS: Monetizing Customer Success for Growth and Retention
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3. Enhanced customer satisfaction (NPS)

Customers value services that deliver measurable outcomes—and they’re often willing to
pay for those that directly impact their success. Billable CS not only reinforces the
perceived value of your product but also creates a deeper sense of partnership.

KEY FINDINGS:

A recent study found that 78% of SaaS companies offering tiered
customers who engaged with paid onboarding packages have seen Net
Customer Success services reported Promoter Scores (NPS) increase by up
higher satisfaction levels than those to 15 points in accounts opting for
who relied solely on free CS resources. premium services.

4. Operational efficiency gains

By monetizing high-touch CS services, SaaS companies can reinvest in automation and
scalable solutions for low-touch customers. This ensures that every customer segment
receives appropriate support while optimizing resource allocation.

EXAMPLE IN PRACTICE:

A SaaS company that introduced paid onboarding used the additional revenue to fund
an automated self-service education portal. Within a year, this portal reduced
onboarding time for low-touch accounts by 40%, freeing CS teams to focus on
enterprise clients.

5. Measuring ROI: tools and frameworks

For SaaS leaders, tracking the ROI of Billable CS is critical. Here are three key metrics to
monitor:

1. Revenue impact: 2. Customer success 3. Retention impact:
Monthly revenue efficiency: Improvement in
generated from Reduction in cost per renewal rates and
billable services. customer for free upsell potential tied

services due to to premium CS
revenue offset. engagement.

Billable CS: Monetizing Customer Success for Growth and Retention
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ROI tracker template

Understand the financial impact of Billable CS on your organization.

i

Download our ROl Tracker
Template—a ready-to-use
Gsheet designed to help you
model the revenue and
retention benefits of
implementing billable services.

- DOWNLOAD

Case Study: ROl snapshot from a mid-market SaaS company

Initial investment: Results (12 Months):
$200,000 in team training
and infrastructure for
Billable CS.

e $450,000 in revenue from onboarding packages.

» Retention improvement of 12%, equating to $1M in
additional ARR from renewals.

« Net impact: A total ROl of $1.25M in the first year.

With the right approach, Billable CS isn't just a way to fund Customer Success—it's a
strategic driver of both revenue and retention. Next, we'll explore a step-by-step guide to
help you implement this model effectively.

Billable CS: Monetizing Customer Success for Growth and Retention
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Transitioning to a Billable Customer
Success (Billable CS) model requires
careful planning, alignment across teams,
and a clear roadmap. Below is a step-by-
step guide to help SaaS companies
implement this transformative approach
while minimizing risks and maximizing
results.

Step 1: assess readiness

Before launching Billable CS, evaluate
your organization's current capabilities
and customer base to ensure you have
the right foundation.

KEY FACTORS TO ASSESS:

« Segmentation:
Do you have a clear understanding of which customers would benefit most from
premium services?

o Current offerings:
Are there high-value services (e.g., advanced onboarding, consulting, training)
already being delivered for free that could be monetized?

¢ Scalable systems:
Are your self-service and low-touch solutions robust enough to support customers
who may not opt for paid services?

CHECKLIST:

[0 Automated self-service academy in place.
[0 Data-driven segmentation of customers based on potential value and needs.

[J Internal CS teams trained to communicate the value of premium services.

Billable CS: Monetizing Customer Success for Growth and Retention
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Step 2: Define billable services

Identify and package services that align
with your customers’ most pressing
needs. Consider tiered options to cater to
different segments and budgets.

EXAMPLES OF BILLABLE SERVICES:

Premium onboarding: Advanced training:

o Accelerated time-to- o Deep dives into
value with dedicated specific product
resources. features or best

« Examples: Custom practices.
integrations, o Formats: Workshops,
implementation certifications, or live
planning, and webinars.
personalized
workflows.

Step 3: Develop a pricing strategy

Pricing Billable CS services requires
balancing customer affordability with the
perceived value of the offerings.

BEST PRACTICES FOR PRICING:

Value-based pricing: Segmented pricing:
Set prices that reflect Offer different tiers
the tangible outcomes (e.g., basic, advanced,
customers can achieve and custom) to suit
(e.g., faster adoption, varied customer
increased efficiency). budgets and needs.

d Billable CS: Monetizing Customer Success for Growth and Retention

Consulting services:

o Tailored strategies to
optimize ROI.

o Examples: Quarterly
Business Reviews
(QBRs) or custom
usage reports.

Transparent
communication:
Ensure customers
understand what'’s
included at each price
point and how these
services enhance their
success.

14



Step 4: Align teams and secure buy-in

The success of a Billable CS initiative
hinges on cross-functional collaboration
and support.

STAKEHOLDER ALIGNMENT:

Customer success Sales teams:

teams: Involve them early to
Train them to upsell billable services
communicate the value during the customer
of premium services acquisition process.

and manage customer
expectations.

Pro Tip:

Use internal workshops to address
concerns and align on messaging.

Step 5: Launch with a Pilot Program

Testing your Billable CS strategy on a
smaller scale helps refine offerings
before a full rollout.

PILOT PROGRAM ELEMENTS:

Target a specific Track key metrics such
customer segment (e.qg., as adoption rate,
high-value or enterprise revenue impact, and
clients). customer feedback.

d Billable CS: Monetizing Customer Success for Growth and Retention

Leadership:

Secure buy-in by
demonstrating the ROI
potential and strategic
benefits.

Use the pilot to gather
testimonials and case
studies for broader
rollout.

15



Step 6: Communicate the value to

customers

Customer communication is critical to the
success of a Billable CS initiative. Focus on

framing paid services as a high-value

investment rather than an additional cost.

MESSAGING TIPS:

Emphasize outcomes:
Highlight how these
services accelerate

results or maximize ROI.

Step 7: Track metrics a

Once your program is live

on feedback and results.

KPIS TO MEASURE:

Revenue
generated from
Billable CS
services.

Provide success stories:
Showcase how similar
customers have

nd iterate

, continuously
monitor its performance and adjust based

Adoption rates
for each tier or
service.

benefited from these
offerings.

Impact on
retention and
customer
satisfaction
metrics (e.g.,
churn rate,
NPS).

P Billable CS: Monetizing Customer Success for Growth and Retention

Offer transparency:
Make it easy for
customers to
understand what'’s
included and why it's
worth the cost.

Efficiency
improvements
(e.g., time saved
through
automation or
low-touch
processes).

16
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Change Management Checklist

Successfully implementing Billable CS also requires bringing
your internal teams on board.

.

Download our €S Change
Management Checldist
to ensure smooth adoption
across your organization.

> DOWNLOAD

By following this framework, SaaS companies can transition to Billable CS with confidence,
unlocking new revenue streams and enhancing customer value. In the next section, we'll
address common challenges and how to overcome them.

Billable CS: Monetizing Customer Success for Growth and Retention
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Implementing a Billable Customer
Success (Billable CS) model can unlock
significant benefits, but it’s not without
its challenges. SaaS companies often
face resistance—both internally and
externally—when transitioning to a
monetized CS approach. This section
explores the most common obstacles
and provides actionable strategies to
overcome them.

Challenge 1: Internal Resistance

THE PROBLEM:

Customer Success teams, traditionally accustomed to offering free services, may struggle
to embrace a revenue-generating mindset. Leadership and cross-functional teams may
also question whether charging for CS services will alienate customers.

SOLUTION:
Shift the mindset: Educate internal Incentivize teams:
Position Billable CS as a way to stakeholders: Align compensation
elevate the team’s strategic value Provide data- structures to
rather than as a financial burden backed case reward CS teams
on customers. Highlight how studies and ROI for driving revenue
these services deliver projections to gain through premium
measurable outcomes that justify leadership buy-in. services.

the investment.

Moving to a Billable CS model isn’'t about monetizing every touchpoint; it's about
aligning your team'’s efforts with what customers value most.

— Ernest, Director of Customer Success, B2B SaaS

Billable CS: Monetizing Customer Success for Growth and Retention
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Challenge 2: Customer Pushback

THE PROBLEM:

Customers may perceive the introduction of paid CS services as a reduction in value,
especially if they’re accustomed to receiving these services for free.

SOLUTION:

Reframe the offer:
Focus on the outcomes
these services provide,
such as faster time-to-
value or enhanced
productivity. Make the
value proposition clear
in terms of ROI for the
customer.

Segment your
approach:

Offer free foundational
resources (e.g., self-
service education) for
all customers while
reserving premium,
high-touch services for
paid tiers.

Communicate
proactively:

e Share success
stories and
testimonials from
customers who
benefited from paid
services.

o Use transparent

pricing to build trust.

Think of this as an investment in your team’s success. Our premium onboarding
reduces implementation time by 50%, helping you achieve your goals faster.

— Elizabeth, Global Customer Success Lead, B2B SaaS

Billable CS: Monetizing Customer Success for Growth and Retention

19



d

Challenge 3: Operational Roadblocks

THE PROBLEM:

Introducing paid CS services requires new processes, tools, and skills that can strain

existing workflows.

SOLUTION:

Leverage Automation:
Use platforms like
MeltingSpot to
automate customer
education and free up
CS teams for high-value
engagements.

CASE STUDY INSIGHT:

Invest in Training:

Equip CS teams with the
tools and skills needed
to manage premium
services effectively,
including pricing
conversations and ROI
tracking.

Start Small:

Begin with a limited set
of offerings and refine
processes before
scaling.

A mid-market SaaS company that introduced paid onboarding used MeltingSpot to
automate foundational training, reducing onboarding times for low-touch customers
by 40% and allowing their CS team to focus on enterprise clients.

Billable CS: Monetizing Customer Success for Growth and Retention
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Challenge 4: Measuring and Proving ROI

THE PROBLEM:

Organizations may struggle to define and track the success of Billable CS services, leading
to skepticism from leadership or customers.

SOLUTION:

Define clear KPlIs:

d

Focus on metrics such
as revenue from billable
services, customer
retention, and time-to-
value improvements.

EXAMPLE METRIC:

Provide visibility:
Share regular reports
with leadership and
customers showcasing
the impact of premium
CS offerings.

Use tools to simplify
tracking:

Offer customers
dashboards or reports
highlighting the results
of their investment in
paid CS services.

Customers who opted for our paid advanced training experienced a 25%
improvement in feature adoption rates within the first 90 days.

— Olivia, Product Marketing manager, B2B SaaS

Billable CS: Monetizing Customer Success for Growth and Retention
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Challenge 5: Aligning Paid and Free Services

THE PROBLEM:

Determining the right balance between free and paid services can be challenging,
particularly when trying to avoid alienating smaller customers.

SOLUTION:
Adopt a tiered Upsell gradually: Automate low-touch
approach: Use milestones like services:

Offer a baseline of free
services for all
customers, with

onboarding completion
or a customer’s first
renewal as natural

Ensure smaller
customers still receive
adequate support

premium options for points to introduce paid
those who need more options.

support or

customization.

through scalable, self-
service resources like
FAQ portals and video
tutorials.

EXAMPLE FRAMEWORK:

Free: Paid:

Self-paced onboarding and basic Personalized implementation plans,

training videos. consulting sessions, and in-depth
workshops.

i

Overcome Internal Resistance D
Checklist
Successfully implementing Billable

CS also requires bringing
your internal teams on board.

Download our Checklist
for Driving Change in €S
Teams to ensure smooth
alignment and adoption of
your Billable CS strategy.

> DOWNLOAD

By addressing these challenges head-on, SaaS companies can implement Billable CS
successfully, driving revenue while maintaining customer trust and satisfaction. In the next
section, we'll look at how this model is shaping the future of SaaS and Customer Success.

d Billable CS: Monetizing Customer Success for Growth and Retention 22
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To ensure a successful transition to
Billable Customer Success (Billable CS),
SaaS leaders need access to practical
tools and frameworks. This section
offers actionable resources to help you
map your strategy, define your
offerings, and communicate effectively
with both customers and internal teams.

1. Checklist for mapping your onboarding ourneys

Mapping your customer onboarding journey is a crucial step in identifying where
premium, billable services can add the most value.

e

‘ ‘ ONBOARDING JOURNEY MAPPING TOOL

Map your customer onboarding & education journeys to:

Visualize every Identify Streamline your
customer opportunities for onboarding process
touchpoint during paid services, such with automated
onboarding. as custom solutions from
workflows or MeltingSpot.

advanced training.

-> ANSWER THE QUESTIONNAIRE

EXAMPLE TOUCHPOINTS TO MAP:

Initial setup: Free vs. Feature adoption: Self- ROI reviews: Standard

premium white-glove paced learning vs. paid reporting vs.

service. workshops. personalized consulting
sessions.

d Billable CS: Monetizing Customer Success for Growth and Retention 23
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2. Framework Templates

Use these pre-defined frameworks to structure your Billable CS offerings and

pricing strategies.
EXAMPLE: TIERED SERVICE OFFERINGS

TIER EXAMPLE SERVICES

Self-paced
education portal

BASIC

Dedicated
ADVANCED onboarding
manager

Custom
ENTERPRISE integrations &
consulting

COMMUNICATION SCRIPTS:

For onboarding upsells:

“Our premium onboarding service is
designed to help you go live 30% faster
and maximize your ROIl. Would you like
to explore this option?”

3. Additional resources

MeltingSpot’s platform:

Automate onboarding and education
while identifying opportunities for
monetization.

- Explore MeltingSpot’s features.

PRICE RANGE TARGET CUSTOMERS

Free or <$100 Low-touch
customers

$500-$3,000 Mid-market
customers

$5000+ Large or high-

value accounts

For introducing paid QBRs:

“We've found that customers who
engage in our optimization sessions see
a 15% boost in adoption rates. Shall we
schedule one for your team?”

ROI tracker template:

Calculate the financial impact of
implementing Billable CS.

- Download now.

d Billable CS: Monetizing Customer Success for Growth and Retention 24
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The rise of Billable Customer Success
(Billable CS) reflects a broader shift in
how SaaS companies approach growth
and customer engagement. By
embracing this model, organizations are
transforming Customer Success from a
reactive function into a proactive,
strategic revenue driver. But what does
the future hold for Billable CS, and how
can SaaSs leaders stay ahead of the
curve?

1. Scaling Billable CS: from manual to automated

As Billable CS matures, SaaS companies will increasingly leverage automation and

technology to scale their offerings.

EMERGING TRENDS:

Self-service premium Al-powered customer
options: Customers will success: Al tools will
gain access to modular, help CS teams analyze
self-paced premium customer usage data,
training programs that identify opportunities
they can purchase and for optimization, and
use on demand. personalize billable
service

recommendations.

EXAMPLE:

Subscription add-ons:
Billable CS services will
evolve into
subscription-based
add-ons, creating
predictable and
recurring revenue
streams.

A SaaS platform uses MeltingSpot’s automation tools to offer premium onboarding
courses and certifications that customers can purchase directly within the product.

d Billable CS: Monetizing Customer Success for Growth and Retention
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2. The Integration of Customer Education

Customer education is increasingly recognized as the cornerstone of Billable CS.
Organizations that excel in delivering high-quality, paid education programs will stand out

in a crowded market.

KEY DEVELOPMENTS:

Centralized learning
hubs:

Platforms like
MeltingSpot will play a
pivotal role in helping
SaaS companies
centralize all
educational content,
from free resources to
paid certifications.

Gamified learning
journeys:

Adding gamification and
rewards to educational
programs will drive
engagement and
increase completion
rates.

Billable CS: Monetizing Customer Success for Growth and Retention

Outcome-focused
content:

Paid education offerings
will shift from feature
training to outcome-
focused content, such
as industry best
practices and ROI
optimization strategies.
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3. Measuring the success of Billable CS

As Billable CS becomes a standard practice, the ability to measure its impact will be
critical. New metrics will emerge to evaluate both financial performance and customer

outcomes.

PROPOSED METRICS:

Customer Success
Revenue (CSR):

The total revenue
generated through paid
CS services, tracked as
a percentage of total
ARR.

EXAMPLE INSIGHT:

Time-to-value
reduction:

The time it takes for
customers engaging
with Billable CS to
achieve their first
measurable outcome.

Customer engagement
score:

A comprehensive score
combining usage data,
participation in paid
services, and feedback
to predict long-term
loyalty.

A SaaS company measures CSR at 10% of ARR in its first year of implementing Billable
CS, with a 30% faster time-to-value for premium onboarding customers.

Billable CS: Monetizing Customer Success for Growth and Retention
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4. Billable CS as a competitive differentiator

SaaS buyers are increasingly evaluating vendors not only on their products but also on the

depth of support and services they offer. Billable CS will become a competitive
differentiator, allowing companies to:

Demonstrate expertise:

Position themselves as
thought leaders by
offering premium,
results-driven services.

Build long-term
partnerships:
Strengthen relationships
by aligning their
success with customers
goals.

’

5. The strategic role of platforms like MeltingSpot

MeltingSpot and similar platforms are key enablers of the Billable CS model, providing tools

to:

Automate onboarding
journeys and customer
education.

Deliver data-driven
insights to identify
opportunities for
premium services.

Increase customer
advocacy: Happy,
successful customers
who see value in paid
services are more likely
to become advocates

and refer new business.

Scale low-touch
customer success
through digital-first
solutions.

. Explore how MeltingSpot can help you design, automate, and monetize your

customer journeys.

Billable CS: Monetizing Customer Success for Growth and Retention
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6. Billable CS: a new standard in SaaS

In the future, Billable CS will no longer be a differentiator—it will be the standard.
Companies that delay adopting this model risk being left behind as customers gravitate
toward SaaS providers that prioritize results-driven partnerships.

The shift to Billable CS is a profound opportunity for SaaS companies to redefine
how they deliver value to their customers. By adopting this approach, leaders can
unlock new revenue streams, enhance customer outcomes, and solidify their
competitive edge.

_——

Explore how MeltingSpot’s
platform can help you
implement and scale your
Billable CS strategy.

> MELTINGSPOT.IO

Billable CS: Monetizing Customer Success for Growth and Retention
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Conclusion

Recap: why Billable CS matters

Revenue generation:

Monetizing high-value services creates
predictable and scalable revenue
streams.

Customer outcomes:

Paid services drive faster time-to-value,
deeper product adoption, and long-
term customer satisfaction.

The adoption of Billable Customer
Success (Billable CS) represents a
transformational opportunity for SaaS
companies. It allows organizations to
unlock new revenue streams, deliver
greater customer value, and position
Customer Success as a strategic
growth driver. As SaaS leaders navigate
economic pressures and rising
customer expectations, the shift to a
Billable CS model is no longer just an
option—it’s a necessity.

Strategic differentiation:
Companies that embrace Billable CS
stand out in a competitive SaaS market.

Operational efficiency:

Revenue from billable offerings enables
reinvestment in scalable, automated
solutions for broader customer bases.

Strategic differentiation: Companies that embrace Billable CS stand out in a competitive
SaaS market.

Billable CS: Monetizing Customer Success for Growth and Retention
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Next steps: Take action today

1. Evaluate your Readiness 2. Build your Strategy

Use our Billable CS Readiness Explore actionable frameworks and
Checklist to assess whether your team, templates in this guide to start defining
processes, and tools are prepared to your premium service offerings.

transition to a Billable CS model.

3. Leverage MeltingSpot
Automate, scale, and monetize your Customer Success processes with MeltingSpot.

« Explore our platform:
Learn how MeltingSpot can help you streamline onboarding, customer
education, and engagement.

e Map your onboarding journeys:
Visualize and optimize customer touchpoints.

4. Measure your impact 5. Join the movement

Track your results with our ROl Tracker Get inspired by other Saa$S leaders who

Template, ensuring your Billable CS are redefining Customer Success.

strategy delivers measurable financial Connect with the MeltingSpot

and operational benefits. community for insights and best
practices.

Let’s build the future of CS Together

Your customers deserve more than reactive sy
support—they need proactive, strategic

services that drive results. And your team Take the next step today:
deserves the tools and resources to deliver Reguest a demo of MeltingSpot and

these services effectively and profitably. Jiscover how our platform can empower

your team to scale, monetize, and excel
in Customer Success.

> REQUEST A DEMO

This is just the beginning.
The future of SaaS success starts here.
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The appendix serves as a resource hub
. for SaaS leaders looking to dive deeper
AppendIX into Billable Customer Success (Billable
CS). Here, you'll find definitions,
frameworks, and tools to help your
organization transition seamlessly to a
Billable CS model.

1. Glossary of Key Terms

Billable Customer Success (Billable CS):
A model in which SaaS companies monetize high-value Customer Success services,
such as onboarding, training, and consulting.

Time-to-Value (TTV):
The time it takes for a customer to achieve their first meaningful outcome or ROl from
a product or service.

Customer Success Revenue (CSR):
Revenue generated directly from paid Customer Success services, often expressed as
a percentage of Annual Recurring Revenue (ARR).

Billable CS: Monetizing Customer Success for Growth and Retention
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2. Framework Templates

Use these practical frameworks to structure your Billable CS initiatives.

TIERED SERVICE OFFERINGS

TIER

BASIC

ADVANCED

CUSTOM

SERVICE TYPE

Self-paced
onboarding

Personalized
training

Tailored
consulting

PRICE RANGE

Free or
Low-Cost

$1,000
- $5,000

$5,000+

CUSTOMER SUCCESS ROI METRICS

KPI

REVENUE FROM CS

RETENTION RATE

NPS IMPACT

MEASUREMENT

Monthly revenue from
paid services

Year-over-year
customer retention

NPS change among
paid service users

Billable CS: Monetizing Customer Success for Growth and Retention

IDEAL EXPECTED
CUSTOMER OUTCOMES
SEGMENT
Small and .
Personalized
low-touch .
training
customers
Improved
Mid-market feature
customers adoption
and ROl
Enterprise Optimized
P workflows
customers

and success

TARGET VALUE

10-20% of total CS
budget

>90%

+10-15 points
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3. Tools and Resources

DOWNLOADABLE RESOURCES:

.

i

Billable CS Readiness Checklist:
Evaluate your organization’s readiness for Billable CS.

-> DOWNLOAD

ROI Tracker Template:
Track revenue, retention, and operational metrics tied to Billable CS.

-> DOWNLOAD

Change Management Checklist:
Ensure smooth internal alignment during the transition to Billable CS.

-> DOWNLOAD

Customer Onboarding Journeys Mapping :
Map your onboarding and education journeys for your clients and end users.

-> START ANSWERING THE QUESTIONS

Explore the MeltingSpot platform: Request a demo:

Learn how our tools can automate See how MeltingSpot can help you
customer education and enhance CS implement and scale your Billable CS
efficiency. strategy.

- DISCOVER MELTINGSPOT > BOOK A DEMO

Billable CS: Monetizing Customer Success for Growth and Retention
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4. Additional reading

RECOMMENDED ARTICLES:

"Why and how to “Should you charge "The case for
charge for CSM for Customer premium Customer
support?" (french) Success?" Success services"
— CustomerZ Blog — Gainsight Blog — Customer Success
Association
-> READ ARTICLE
- READ ARTICLE -> READ ARTICLE

MELTINGSPOT COMMUNITY:

CS Nation

> VIEW COMMUNITY

INDUSTRY EXPERTS TO FOLLOW:

Alex Turkovic (% Antonin Bigot

Founder of The Digital &7 Founder of Customerz
Customer Success Podcast
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5. FAQ: Common questions about Billable CS

Q: Will customers push back on paying for Customer Success?

A: Some might, but clear communication about the value and outcomes of these services
can mitigate concerns. Offering free foundational services alongside premium options
helps strike a balance.

Q: How do we decide which services to monetize?

A: Start by identifying the most resource-intensive or value-generating services, such as
personalized onboarding, advanced training, or consulting sessions.

Q: How do we measure the success of Billable CS?

A: Key metrics include revenue generated, customer retention, time-to-value
improvements, and NPS impact.

This appendix provides the tools and insights you need to successfully navigate your
Billable CS journey. Refer back to these resources as you design, implement, and refine
your strategy.

VISIT MELTINGSPOT TO GET STARTED ON YOUR JOURNEY!

»e

Educate your users
on your product, > Academy
in your product. > Blog

www.meltingspot.io - Book a meeting
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