URL LEDGER

Customer Success, Renewal
and QBR Playbook

How to turn the audit wedge into recurring value, renewal confidence, expansion
revenue, and customer proof.

Customer Outcome Renewal Motion Expansion Logic

Recovered value and governed URL . More domains, teams, channels and
Quarterly evidence, not usage hope

truth benchmarks

Core customer success thesis

The audit sells urgency. The ledger earns retention. QBRs turn URL-level evidence into renewal confidence, expansion
logic, and proof that the customer is becoming more asset-mature every quarter.

Prepared for internal enablement, pilot delivery, customer success and executive account management.
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1. Why this playbook exists

URL Ledger should not behave like a one-time audit shop. The audit is the wedge, but the durable value is the
recurring operating system: a canonical ledger, ratings history, governance cadence, evidence trail, and executive
rhythm that customers depend on to manage website asset value.

Success is not software usage alone

The goal is not to get users logging in. The goal is to help the customer make better asset allocation decisions, recover
measurable value, prevent re-decay, and create a governed source of truth for human and agent actions.

Old success model URL Ledger success model

Tool adoption Asset-governance maturity
More reports opened More decisions made with ledger evidence
Feature consumption Recovered value, reduced waste and protected assets
Monthly check-ins Que}rterly repricing, impairment and capital allocation
reviews
Renewal based on documented value and operating

Renewal based on perceived usefulness
dependency

URL Ledger - Customer Success, Renewal & QBR Playbook - Confidential



2. Customer lifecycle: from audit to operating system

The commercial journey should be designed as a state transition. The customer begins with uncertainty about
where value is leaking. They end with a recurring ledger that governs how URLs are measured, repriced, changed
and protected.

Customer question Success output Expansion trigger

45-day repricing audit scope = Customer sees material URL

1. Audit sol Wh leaki lue? - .
udit sold ere are we leaking value and baseline. value-at-risk.
. . Ranked backl Cust d
2. Audit delivered What should we fix first? anked recovery baciiog CUSTOMET eSS
and proof sprint plan. implementation governance.
3. Ledger installed How do.we kegp this from Canom;al registry, ratings Custqmgr wants recurring
happening again? and action queue. monitoring.
. Content 10-K, impairment Customer wants more
4. QBR cadence What changed this quarter? . ‘mpal | W .
triggers, value recovered. channels/domains.
. Can this govern more of the Cross-domain, benchmark Customer standardizes on
5. Expansion . .
portfolio? and agent-ingress modules. URL Ledger.

Success principle

e Never let the audit become a static report. Convert it into a living ledger within 30 days.

e Never discuss renewal without evidence of decisions, actions, recovered value, avoided waste or governance
dependency.

e Never frame QBRs as status meetings. Frame them as portfolio repricing meetings.
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3. Onboarding path and first 30 days

The first 30 days after audit close should create confidence, not complexity. The customer needs a clear operating
rhythm, confirmed owners, agreed definitions, and a visible backlog they can trust.

Week Customer success objective | Required artifact ()0 [y

Week 0 Sale?s-to-CS handoff and risk ~ Handoff brief + SOW + buyer AE + CS lead
review. notes.

Week 1 chkoff, dgta access 'and Success plan + access s lead
monetization mapping. tracker.

Week 2 Cpnﬁrm baseline ledger and = URL portfolio baseline Analyst
high-value clusters. snapshot.

Week 3 Review prehmlpary risks Top issues memo + proof CS + Analyst
and proof candidates. sprint shortlist.

Week 4 Approye action backlog and = Action queue + governance Customer owner
operating cadence. map.

First 30-day promise

By day 30, the customer should be able to point at specific URLS, clusters, risks and recovery opportunities with
enough evidence to explain why each action matters.

URL Ledger - Customer Success, Renewal & QBR Playbook - Confidential



4. Sales-to-CS handoff checklist

Renewal risk often starts before onboarding. If the customer success team inherits vague expectations, the
account will drift. Every handoff should capture what was sold, what pain created urgency, what proof the buyer
expects, and what political risks exist inside the account.

What to capture Why it matters

. Name, title, authority level, budget Clarifies renewal path and exec
Primary buyer .
owner. narrative.
Core update, traffic decline, board
Buying trigger pressure, Al visibility concern, revenue = Frames QBR language.
leakage.

Audit output, proof sprint, ledger
install, benchmark, governance layer.
Data access, attribution confidence,
implementation bandwidth, budget.
SEO vs content vs RevOps vs finance

Promised outcome Prevents expectation drift.

Known objections Prepares the rescue path.

Internal politics . . Prevents stalled action.
ownership tension.
Additional domains, teams, markets,

Expansion hypothesis channels or partner-led Guides account strategy.
implementation.

Handoff rule

If the CS lead cannot explain why the customer bought, what the buyer expects to prove, and what would make
renewal obvious, the account has not been handed off yet.
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5. Customer success plan template

The success plan is the account operating agreement. It should be simple enough for executives to understand and
concrete enough for operators to use.

Section Template prompt

Business objective We are using URL Ledger to improve / recover / govern...
The initial scope includes these domains, sections, clusters

Portfolio scope and channels...

Value hypothesis The highest-confidence value opportunity is likely...

Proof metric We will prove 'movement through these primary and
secondary indicators...
Weekly during audit; monthly during operation; QBR every

Decision cadence
quarter.

Protected URLs, approval thresholds, agent access rules and
escalation paths.
Expansion hypothesis If the pilot proves value, next expansion should be...

Governance rules

Success plan red flags

¢ No clear economic or strategic objective.

¢ No agreed conversion or revenue proxy.

e No owner for implementing recommended actions.

¢ No executive sponsor for the quarterly repricing narrative.
¢ No agreement on what counts as proof.
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6. Stakeholder-specific success motions
Different stakeholders buy different outcomes. The same ledger must be translated into their language.

Stakeholder What they care about CS narrative

Growth, pipeline, budget justification, We show which assets are

CMO board confidence. compounding, decaying or wasting
budget.
VP Growth Revenue recovery, channel efficiency, We rank the highest-payback fixes and
backlog priority. prove what moved.
Indexation, visibility, cannibalization, We expose root causes and turn them
Head of SEO . . .
technical fixes. into governed actions.
Refresh discipline, quality, ownershi We show what deserves refresh, merge,
Content leader S P . d y P . . &
and prioritization. protection or retirement.
RevODS Attribution, CRM joins, source truth We connect URL-level behavior to
P and reporting consistency. pipeline and conversion evidence.
Waste reduction, value-at-risk, return We translate the website into an asset
CFO . . s . o
and capital allocation. book with yield, risk and durability.
. Access, permissions, change control, We operate with read-only access,
IT / Security . . .
API exposure. controls, audit trails and policy gates.
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7. Quarterly Business Review: the Content 10-K rhythm

The QBR is the renewal engine. It should not be a software usage recap. It should be a quarterly website asset
review: what the portfolio was worth, what changed, what decayed, what recovered, what is at risk, and what

should be funded next.

QBR section Evidence to show

Executive summary What changed this quarter?

What assets exist and how are they

Portfolio snapsh .
ortiolio snapshot classified?
Value movement Where did value recover or leak?

. . What structural or market shocks
Impairment triggers

appeared?
Backlog progress What did we do and what happened?
Next-quarter allocation Where should investment go next?
Expansion path Where else should the ledger apply?

QBR framing line

Top gains, losses, risks, actions and
decisions.

URL count, clusters, ratings, protected
assets.

Traffic, conversions, pipeline, revenue
proxy and confidence.

Core update impact, CTR collapse,
citation loss, deindexing, decay.
Actions shipped, evidence packs,
expected vs actual.

Refresh, merge, retire, protect, expand,
govern.

Domains, regions, channels, agents,
benchmarks.

This quarter we are not reviewing content output. We are reviewing website asset value, value movement,

impairment risk and the next capital allocation decision.
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8. QBR agenda and talk track

Every URL is an asset. This review
0-5 Reset the business thesis shows what gained value, lost value,
recovered value or needs governance.
Here is what changed across the URL

512 Portfolio movement asset book since the last review.
. Here are the actions that moved and
12-20 Wins and proof the evidence behind them.
90-30 Risk and impairment Here fn‘e the h1ghest—1?1sk clgsters and
the triggers that require action.
Here is the ranked allocation plan by
S W GEEET R0 value, risk, effort and confidence.
40-50 Governance and ownership Here 1s.what neefis approval,
protection or policy change.
Here is where the ledger should expand
50-60 Expansion and decision ask and what decision we need from
leadership.
QBR close

¢  Confirm top three decisions required this quarter.

¢ Confirm owners and due dates for approved actions.

¢ Confirm whether additional data sources, domains or stakeholder groups should be added.
¢ Confirm whether renewal or expansion should enter commercial planning.
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9. Renewal evidence model

Renewal should be built from cumulative proof. The customer should not be surprised by a renewal conversation
because every month and quarter should already show what the ledger is doing.

Evidence category Examples Renewal value
Traffic, conversion, revenue proxy,
Recovered value pipeline, ranking or citation lift after Shows upside captured.
actions.
Retired pages, merged clusters, stopped
Avoided waste low-value production, reduced Shows cost and complexity reduction.

maintenance burden.

No-touch rules, approval gates, high-
value URL monitoring.

Recurring action queue, owners,
evidence packs, approvals, change logs.
Peer-relative ratings, decay velocity,
portfolio maturity movement.
Query-safe ledger layer, policy rules,
action requests and reconciliation.

Protected assets Shows risk control.

Governance dependency Shows operational embed.

Benchmark insight Shows differentiated intelligence.

Agent readiness Shows future-proofing.
Renewal rule

A renewal should never be justified by features. It should be justified by recovered value, avoided loss, reduced
uncertainty and the customer dependency created by the ledger.
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10. Health score and account risk model

A simple health score helps CS identify which accounts need intervention before renewal risk becomes visible.

Dimension Green Yellow Red
. Active in QBRs and decision . .
Executive sponsor . Q Occasionally engaged. No visible sponsor.
meetings.

Data connection Core data sources reliable. Some gaps or stale access. Critical sources missing.
. . Backlog actions shipped Actions discussed but . .
Action velocity 8 PP No implemented actions.

monthly. delayed.
s Value evidence clear and Evidence directional but
Proof visibility No agreed proof model.
accepted. contested.

Owners, approvals and

Governance adoption . Partial adoption. No operating cadence.
protected assets active.
. . More teams/domains asking Customer sees narrow one-
Expansion signal in Interest but no owner. time use

Red account rescue moves

¢ Run an executive reset using the original buying trigger and the latest portfolio risk evidence.
¢ Reduce the scope to one high-value cluster with a proofable action path.

¢ Reconnect to a revenue truth source or agreed proxy.

e Create a 30-day action sprint with one clear owner and one visible result.

e Escalate if the customer is unable to implement any recommendations.
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11. Expansion motions

Expansion should be earned by evidence. Once the customer sees portfolio value in one area, the same ledger

logic can expand across domains, channels, teams and governance layers.

Expansion motion

More domains
More channels
More teams
Governance module
Agent ingress
Benchmark layer

Managed services

Trigger

Customer has multiple brands, regions
or properties.

Organic-only pilot exposed attribution
gaps.

SEO proof creates interest from
RevOps, content, finance or product.
Customer needs approvals, no-touch
zones and action controls.

Customer wants agents to query or
request actions safely.

Customer wants peer context and
maturity comparison.

Customer lacks implementation
capacity.

Offer

Multi-domain ledger subscription and
benchmark rollup.

Paid, email, social, referral, CRM
attribution modules.
Cross-functional access, QBR and
governance package.

Policy gate, evidence packs and
controlled writeback workflow.
Agent-readable API, permissions and
action request layer.

Benchmark add-on and quarterly
Content 10-K.

Quarterly recovery sprint or partner-
led execution.
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12. Customer proof capture system

Every audit and subscription account should create proof assets. Proof should be designed from day one, not
retroactively assembled at renewal.

Proof artifact When to capture How it gets used
. . Case study, investor proof, renewal
Before baseline At audit start. . y P
evidence.
. . Whenever an action is approved and BR, trust, auditability, analyst
Action evidence pack . PP Q ¥ Y
shipped. confidence.
. Proof sprint, case study, dashboard
Expected vs actual After measurement window. - 5D ¥
credibility.
After a decision, win or executive Website, deck, outbound, investor
Customer quote
readout. memo.
Board-style summary At QBR or renewal. Executive sponsor enablement.
Retention, expansion and categor
Benchmark movement After two quarters. proof. P gory

Proof capture rule

The customer success team should leave every QBR with at least one proof object: a decision, a number, a quote, an
action outcome or an expansion signal.
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13. Monthly operating cadence

Between QBRs, the account should not drift. A light monthly cadence keeps the ledger alive and makes quarterly
reporting easier.

Monthly activity Purpose Output
Portfolio drift review Find new decay, risk or channel Monthly risk memo.
movement.
Action queue review Cor}ﬁrm shipped, blocked and next Updated backlog.
actions.
Evidence update Log what changed and why. Evidence pack updates.
Stakeholder check-in Keep sponsors aligned. Decision notes and blockers.

Identify adjacent domains, teams,

Account growth notes.
channels or needs. &

Expansion scan

Recommended cadence

e Weekly during a 45-day audit or proof sprint.

¢ Biweekly during implementation if several actions are in flight.
e  Monthly during steady-state ledger operation.

e Quarterly for executive Content 10-K / asset repricing review.
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14. Renewal timeline
Do not start renewal work 30 days before the contract ends. Build renewal proof across the full lifecycle.
Timing CS motion Commercial outcome

180 days out Confirm success plan and proof model. = Renewal risk surfaced early.
Run asset value checkpoint and

120d t . E ion hypothesis shaped.
ays ou expansion scan. xpansion hypothesis shape
90 days out Executive QBR W ith value and next- Renewal narrative validated.
quarter allocation plan.
60 days out Commercial renewal conversation with Procurement/budget path opened.
proof pack.
Finali -~ )
30 days out ; Inalize scope, pricing, add-ons and Renewal closed or escalated.
implementation plan.
Next cycle begi ith st
Post-renewal Reset goals and update success plan. ext cycie begins with stronger

dependency.
Renewal line

You renewed because the ledger became part of how your team decides what to protect, refresh, retire, expand and
govern.

URL Ledger - Customer Success, Renewal & QBR Playbook - Confidential



15. Templates: customer communications
Kickoff email
Subject: URL Ledger kickoff - confirming scope, access and success plan

Hi [Name],

Excited to get started. The objective of this engagement is to turn your URL portfolio into a measurable asset base:
what exists, what is decaying, what is at risk, what should be fixed first and what should be governed going
forward.

Our first step is confirming access, monetization mapping, protected assets and the first set of high-value clusters
for review. I attached the intake checklist and proposed kickoff agenda.

Best,
[Name]

QBR invite note
Subject: Quarterly URL Portfolio Review - value movement, risk and next-quarter allocation

Hi [Namel],
For this QBR we will review how the URL asset portfolio changed this quarter: recovered value, new risks,
impairment triggers, action backlog progress and the recommended next-quarter allocation plan. This is intended

to be an executive decision meeting, not a usage recap.

Best,
[Name]
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16. Templates: QBR one-page summary

Quarter reviewed [Q1/Q2/Q3/Q4]

Portfolio scope [Domain, subfolders, clusters, channels]

Top value recovered [Metric, evidence, confidence]

Top value at risk [Cluster, reason, estimated exposure]

Actions completed [Refresh, merge, redirect, technical fix, governance rule]
Actions blocked [Owner, blocker, decision needed]

Protected assets [URLs or clusters requiring approval/no-touch rules]
Next-quarter allocation [Top 3 priorities]

Expansion recommendation [Domain, channel, governance, benchmark, agent ingress]
Executive decision needed [Budget, access, owner, approval, expansion]

URL Ledger - Customer Success, Renewal & QBR Playbook - Confidential



17. Internal CS scorecard

Use this scorecard monthly and before every QBR. It should be simple enough to maintain but strong enough to
forecast renewal risk.

Score area 0 points 1 point 2 points

Sponsor engagement No sponsor. Occasional sponsor. Active sponsor.

Proof model No proof model. Directional proof. Accepted proof.

Action velocity No actions shipped. Some actions shipped. Monthly action progress.

Ledger dependency Viewed as a report. Used by one team. Used in operating decisions.

Governance adoption No policies. Some protected assets. Policy gate active.

Expansion path None. Possible. Clear next scope.
Interpretation

e 10-12: expansion-ready account.

e 7-9: healthy renewal path, continue proof capture.

e 4-6: moderate risk, run executive reset.

e 0-3: high renewal risk, narrow scope and create one visible proof sprint.
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18. What great customer success looks like

¢ The customer can explain their URL asset book in plain business language.

e Executives see portfolio value movement, not just traffic charts.

e Operators trust the ledger as the place where URL truth lives.

e Actions have owners, evidence, expected outcomes and reconciliation.

e High-risk URLs have no-touch or approval policies.

¢ The renewal conversation is about operating dependency and measured value, not discounts.
e Expansion is a natural next step because the first scope proved the model.

Final operating principle

Customer success owns the transformation from audit shock to operating dependency. The audit reveals the problem.
The ledger becomes the habit. The QBR turns that habit into renewal and expansion.

End of playbook
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