
 The Promise-Gap Audit 

 The Board-Ready Checklist to Stop Hidden Churn 

 Fix the Service. Save the Business. 

 A short, practical checklist you can use in a board meeting. 

 It shows the five places service disappoints and pinpoints what to do next. 

 Nick Goss 
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 Executive Summary 

 Fix the Service. Save the Business. 
 Everyone deserves good service. I’m here to upend the lazy view of Customer Success as a cost to be 
 managed. Using behavioural psychology and the  hidden  gap between what’s promised and what’s 
 experienced  , I show how great service doesn’t cost  a fortune, keeps customers, and protects revenue. 

 Most  SaaS  firms  don’t  fail  because  of  missing  features.  They  fail  because  trust  breaks  down.  The 
 PromiseSync™  Handbook  shows  you  how  to  spot  the  gaps  that  drive  churn,  prioritise  what  to  fix,  and 
 prove to your board that service improvements protect revenue. 

 Growth is pointless if you can’t keep what you win. 

 Now: Flip to the end to start your self-audit, or read on to discover how and why it works. 

 Why Feedback Systems Fail 

 Endless  surveys  and  dashboards  drown  you  in  noise.  Generic  questions  give  vague  answers.  Every 
 department pushes its own agenda. The result? No clarity on what actually costs you renewals. 

 The PromiseSync™ Method 

 Built  on  four  decades  of  research  into  how  people  judge  service  quality,  PromiseSync™  cuts  through 
 the  noise.  It  pinpoints  which  gaps  in  service  cause  churn,  and  which  improvements  will  deliver  the 
 biggest loyalty lift. 

 This  handbook  outlines  the  five  lenses  through  which  customers  use  to  judge  you  -  and  they’re 
 based on behavioural psychology, not technology or the latest fad. 

 From Noise to Clarity 

 Most  SaaS  churn  comes  from  2–3  recurring  service  failures.  PromiseSync™  exposes  them,  strips  out 
 politics,  and  builds  a  board-ready  action  plan.  Companies  that  adopt  it  stop  firefighting  and  start 
 showing measurable revenue protection. 
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 PromiseSync™  gives  you  the  map.  Your  next  move  decides  if  you  save  the  business—or  watch 
 it leak away one disappointed customer at a time. 

 The Crisis That Changes Everything 

 1:30 AM on a Monday morning. The call no SaaS leader wants to get. 

 Major outage. Everything offline. Millions of users locked out. 

 My  biggest  worry  wasn't  the  technical  failure.  It  was  that  three  Fortune  500  clients  were  about  to 
 terminate  their  contracts.  Not  because  we  were  missing  features—they'd  verified  those  before  signing. 
 The  problem  was  our  service  delivery:  slow  responses,  poor  handoffs,  radio-silence  when  they  needed 
 updates. 

 "We're not angry, we're disappointed." 

 Every  parent  knows  that's  the  phrase  that  cuts  deepest.  Disappointed  customers  cancel  faster  than 
 angry ones ever will. 

 Growth means nothing if you can't keep what you win. 

 Why Your Customer Feedback System is Broken 

 Your  team  collects  endless  data:  tickets,  surveys,  comments,  voice-of-customer  reports.  But  none  of  it 
 answers  the  two  questions  that  matter:  what  should  we  fix  first,  and  how  do  we  explain  this  to  the 
 board? 

 Here's what goes wrong: 

 ●  Generic  questions  get  useless  answers.  "Rate  your  satisfaction"  tells  you  nothing  you  can  act 
 on. 

 ●  Too many metrics, zero priorities. Dozens of dashboards with no clear direction. 
 ●  Politics trumps data. Every department pushes their pet project as "critical." 

 You  need  a  system  that  sorts  the  noise,  ranks  the  problems,  and  shows  you  exactly  where  broken 
 promises cost you customers. 

 Who I Am 
 I’ve  lived  service  turnarounds,  not  just  studied  it.  That  real-world  experience  beats  any  polished 
 consultant.  I  spent  15  years  fixing  service  disasters,  and  getting  called  at  1  AM.  I've  sat  in  boardrooms 
 explaining  why  major  clients  were  threatening  to  walk.  I've  carried  the  weight  of  churn  numbers  that 
 kept  executives  awake  at  night.  In  the  past  three  years,  I've  helped  SaaS  companies  cut  their 
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 service-related  churn  by  focusing  on  what  actually  drives  customer  decisions,  not  what  we  think 
 matters. 

 The  difference  between  surviving  and  thriving  isn't  about  working  harder—it's  about  fixing  the  right 
 problems first. 

 The PromiseSync Method 

 This  approach  is  built  on  four  decades  of  work  into  how  people  judge  service  quality.  It's  guided  billions 
 in  spending  decisions  across  banking,  healthcare,  and  aviation.  I've  adapted  it  specifically  for  B2B 
 SaaS environments where service failures kill renewals. 

 Instead  of  guessing  which  problems  cost  you  customers,  this  method  shows  you  exactly  which  gaps 
 drive  churn  decisions.  The  average  SaaS  company  loses  15%  of  customers  annually  due  to  service 
 issues. This diagnostic reveals which specific problems cause those departures—before they walk. 

 How It Works 
 Three steps: 

 1.  Ask  what  matters  most.  Customers  rate  both  how  important  something  is  and  how  well  you 
 deliver it. 

 2.  Find  the  dangerous  gaps.  Subtract  your  performance  score  from  the  importance  score  to  see 
 where trust breaks. 

 3.  Map your priorities. Plot results on a simple matrix that shows you exactly where to invest first. 

 The method measures the gap between what customers expect vs perception of the service they get. 

 That single comparison turns confusing feedback into a clear action plan. 

 When  customer  requirements  are  greater  than  their  perceptions  of  received  delivery,  service  quality  is 
 deemed low. When perceptions exceed requirements, then service quality is high. 

 Every customer judges your service through five lenses. Master these, and you control churn: 

 Reliability  -  Does  your  service  work  when  they  need  it?  Clean  onboarding,  stable  systems,  accurate 
 billing. 

 Responsiveness  -  How  fast  do  you  act  when  problems  arise?  Quick  fixes,  proactive  updates,  no 
 chasing required. 

 Assurance  - Do they trust you with their business?  Expert staff, solid security, problems that stay fixed. 
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 Empathy  -  Do  you  understand  their  world?  Support  that  fits  their  industry,  communication  that  makes 
 sense, guidance that works. 

 Tangibles  -  Does  everything  look  professional?  Clean  interfaces,  useful  reports,  polished 
 presentations. 

 The PromiseSync™ Diagnostic Tool 

 How to Collect the Data 

 Your customer success managers gather this information through three channels: 

 ●  Structured conversations with a mix of senior stakeholders and daily users at each client 
 ●  Support ticket analysis using the five dimensions to categorise incoming issues 
 ●  Ad hoc feedback sorting when customers share concerns or complaints 

 For each element below, rate two things: 

 Importance  : How much does this matter to your business?  (1 = Minor issue, 5 = Business critical) 

 Performance  : How well is your vendor delivering? (1  = Poor, 5 = Excellent) 

 The gap (Impact minus Performance) reveals where trust breaks down and renewals are threatened. 

 Using the Results 

 Plot each element on the PromiseSync matrix: 

 Critical gaps  (high importance, low performance):  Fix immediately or lose customers 

 High-impact opportunities  (high importance, medium  performance): Smart investment targets 

 Maintenance area  s (low - medium importance, high performance):  Keep steady 

 Low priority  (low importance, any performance): Don't  waste resources here 

 Your  CSMs  should  update  these  assessments  quarterly  and  track  which  gaps  close  over  time.  This 
 gives you concrete data to show the board how service improvements protect revenue. 
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 Plotting Your Results 

 Map each item on the PromiseSync™ matrix: 

 Critical Gaps  (High Impact, Low Performance) 

 ●  These are business risks for your customer 
 ●  Fix first—every day you wait, trust erodes further 
 ●  Fund immediately, even if it means delaying other projects 

 High-impact Opportunities  (High Impact, Mid Performance) 

 ●  Smart investment targets 
 ●  Small lifts here create disproportionate loyalty gains 
 ●  Second priority for resource allocation 

 Maintenance  (Mid impact, High Performance) 

 ●  You're strong here 
 ●  Monitor but don't overspend. Maybe defund these to fund Critical gaps 
 ●  Keep steady without additional investment 

 Low Priority  (Low impact, Any Performance) 

 ●  Don't waste effort 
 ●  Minimal resources unless important customers specifically request 
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 Understanding What Matters Most: The Weighting System 

 Your customers are already ranking your service problems in their heads. 

 The question is whether you want to guess what matters to them, or actually find out. 

 Not  all  service  gaps  hit  the  same  way.  A  billing  error  that  triggers  a  compliance  audit  costs  more  than  a 
 slow-loading  dashboard.  A  system  crash  during  month-end  processing  hurts  worse  than  outdated  user 
 manuals.  This  is  why  PromiseSync™  uses  weighting—it  shows  you  which  problems  deserve  your 
 immediate attention and budget. 

 How Customer Priorities Shape Your Action Plan 

 When  you  run  the  PromiseSync™  diagnostic,  you're  discovering  what  your  customers  actually  care 
 about. Here's the process: 

 Step 1: Customers Set Their Priorities 

 For each of the five service areas, ask customers to rate the impact on a simple scale: 

 ●  Critical to our business (3 points) 
 ●  Important but not urgent (2 points) 
 ●  Nice to have (1 point) 

 Example results for a manufacturing client: 

 ●  Reliability: Critical (3 points) 
 ●  Responsiveness: Critical (3 points) 
 ●  Assurance: Important (2 points) 
 ●  Empathy: Important (2 points) 
 ●  Tangibles: Nice to have (1 point) 

 Step 2: Calculate What Really Hurts 

 Multiply each gap score by the customer's importance rating. 

 A  gap  of  2  in  reliability  (rated  critical  =  3  points)  creates  a  weighted  score  of  6.  A  gap  of  3  in  tangibles 
 (rated  nice-to-have  =  1  point)  only  scores  3.  The  reliability  problem  gets  priority  even  though  the 
 tangibles gap is bigger. 
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 Step 3: See the Big Picture 

 Add  up  all  the  weighted  scores.  This  ranks  which  service  problems  actually  cost  you  customers—not 
 just which ones generate the most tickets. 

 Why Industry Context Changes Everything 

 Different sectors have different pain points: 

 Financial  services:  A  single  billing  discrepancy  can  trigger  a  regulatory  audit  costing  $500K  in  legal  fees 
 and compliance work. 

 Manufacturing:  System  downtime  during  peak  production  hours  costs  $15K  per  hour  in  lost  output  and 
 delayed shipments. 

 Healthcare:  Poor  communication  about  software  updates  can  disrupt  patient  care  systems  during 
 critical procedures. 

 The weighting captures these real stakes instead of treating every complaint equally. 

 Simple vs. Weighted Scoring 

 Simple  scoring  treats  all  five  areas  the  same.  It's  faster  but  might  miss  what  drives  your  customers’ 
 renewal decisions. 

 Weighted  scoring  takes  more  effort  but  shows  you  exactly  where  to  invest  for  maximum  churn 
 prevention. 

 Most  SaaS  companies  find  weighted  scoring  worth  the  extra  work.  It  stops  you  from  wasting  money  on 
 problems  that  don't  actually  threaten  renewals.  If  you're  just  starting  with  PromiseSync™,  simple 
 scoring gets you quick wins while you build the process. 

 The  bottom  line  :  Your  biggest  customer  complaints  might  not  be  your  biggest  business  risks. 
 Weighting helps you tell the difference. 
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 Implementation Guide 

 Step 1: Identify Your Information Sources 

 You'll gather PromiseSync™ data from three places: 

 ●  Direct  customer  conversations  through  your  customer  success  managers  during  quarterly 
 business reviews or renewal discussions 

 ●  Support  ticket  analysis  using  the  five  dimensions  to  categorise  incoming  issues  and 
 complaints 

 ●  Internal  stakeholder  interviews  with  your  customer-facing  teams  who  hear  feedback 
 daily—account managers, support leaders, and implementation specialists 

 Keep  the  customer  conversation  list  focused.  Target  3-5  key  stakeholders  per  major  account,  mixing 
 senior decision-makers with daily users. 

 Step 2: Collect the Data (Timeline: 4-6 Weeks) 

 Most enterprise customers won't complete formal surveys on your schedule. Instead: 

 ●  Embed questions into existing touchpoints—renewal calls, health checks, support escalations 
 ●  Use the framework to categorise unsolicited feedback as it comes in through normal channels 
 ●  Interview your customer-facing teams about patterns they're seeing across accounts 

 Calculate  importance  versus  performance  gaps  as  data  comes  in.  Plot  results  on  the  PromiseSync™ 
 matrix quarterly when you have enough data points. 

 Step 3: Build Your Action Plan 
 Focus on maximum three areas: 

 ●  Critical  Gaps  (high  importance,  low  performance):  Fix  immediately—these  drive  churn 
 decisions 

 ●  High-Impact Opportunities  (high importance, medium  performance): Plan for next quarter 
 ●  Everything Else  : Document but don't act yet 

 Apply  weighting,  if  you  have  it,  but  don't  let  perfect  be  the  enemy  of  good.  Simple  gap  analysis  often 
 reveals the same priorities. 
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 Step 4: Execute With Focus 

 Address critical gaps first, even if it means delaying other projects 

 Track progress monthly and report trends to senior leadership 

 Resist fixing everything—scattered effort produces no measurable impact 

 Step 5: Track Progress Over Time 

 Re-assess quarterly using the same framework 

 Look for gap closure trends, not just current scores 

 Show the board systematic improvement in specific problem areas 

 Real-World Example: Manufacturing SaaS Provider 

 Note:  This  is  a  composite  based  on  multiple  client  engagements,  with  details  changed  for 
 confidentiality. 

 The  Situation  :  A  manufacturing  software  provider  saw  increasing  churn  warnings  from  major  accounts. 
 Customer feedback pointed to multiple issues without clear priorities. 

 The PromiseSync™ Analysis: 

 Using support ticket analysis and CSM feedback, they found: 

 ●  Critical Gap  : New customer onboarding took too long  and required multiple do-overs 
 ●  High-Impact  : Billing discrepancies created CFO frustration  at renewal time 
 ●  Strength  : Executive communication during crises was  highly rated 
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 The Focused Response: 

 ●  Streamlined  onboarding  by  eliminating  handoff  points  between  teams  (Single  Point  of 
 Accountability,  shared  customer  records  that  all  teams  update  in  real-time,  consolidated  Kickoff 
 Process including all teams) 

 ●  Automated billing reconciliation to catch errors before invoices went out 
 ●  Maintained their crisis communication strength without additional investment 
 ●  Specific  completion  criteria  before  any  work  gets  passed  to  the  next  team  (no  "95%  done" 

 handoffs) 

 The  Outcome  :  Customer  health  scores  improved  across  both  problem  areas  within  six  months.  More 
 importantly, they could show their board exactly which service investments were protecting revenue. 

 The  key  insight  :  scattered  feedback  often  points  to  2-3  core  problems.  PromiseSync™  helps  you  find 
 them and fix them systematically. 

 How to Report to Your Board 

 Lead with the Promise 

 "  We  asked  our  customers  where  we  meet  requirements  and  where  we  fall  short.  Here's  where  broken 
 promises are hurting retention, and here's our plan to fix them  ." 

 Show the Matrix, Not Raw Data 

 Use the visual PromiseSync™ matrix to highlight: 

 ●  Red Zone  (Critical Gaps): "This is where trust is  broken" 
 ●  Blue Zone  (High-Impact): "Small investments here multiply  loyalty" 
 ●  Green Zone  (Maintenance): "We're strong here—keep  steady" 
 ●  Grey Zone  (Low Priority): "Not worth our budget, (no  matter whose pet project it is)" 
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 Quantify the Business Impact 

 For each critical gap, provide: 

 ●  Number of accounts affected 
 ●  Percentage of ARR at risk 
 ●  Estimated churn impact if unfixed 
 ●  Cost to fix vs. cost of losing customers 

 Present Your Action Plan 

 ●  Immediate fixes  : Already funded and in progress 
 ●  Next quarter  : Planned improvements with clear ROI 
 ●  Strengths to maintain  : Areas where you won't under-  or over-spend 

 Close with Control 

 "  We'll  run  PromiseSync™  quarterly.  You'll  see  gaps  closed,  trust  rebuilt,  and  customer  retention 
 improving. This is how we protect growth while using resources with precision  ." 

 When to Get Expert Help 
 Most teams start strong but hit walls when: 

 ●  Internal politics cloud prioritisation 
 ●  The board wants deeper ROI proof 
 ●  Complex enterprise accounts need specialised insight 

 Expert  guidance  helps  embed  PromiseSync™  into  your  operating  rhythm,  turning  it  from  a  one-off 
 exercise into a growth engine. 
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 Your Next Step 
 You  now  have  a  clear  framework  to  cut  through  customer  feedback  noise  and  focus  your  team  where  it 
 matters  most.  The  question  is:  will  you  let  hunches  and  politics  decide  where  your  budget  goes,  or  will 
 you lead with data-driven clarity? 

 Remember  :  Churn  isn't  random.  Neither  is  loyalty.  Both  result  from  whether  you  meet  the  promises 
 your customers believe you've made. 

 PromiseSync™  gives  you  the  map.  How  you  act  on  it  determines  whether  you  save  the  business  or 
 watch it leak away one disappointed customer at a time. 

 Fix the service. Save the business. 

 Ready  to  turn  customer  trust  into  your  strongest  competitive  advantage?  Connect  with  Nick  Goss  to 
 discuss embedding PromiseSync™ into your leadership system. 

 Email:  nickgoss1@gmail.com 

 Or reserve a face-to-face conversation at 
 https://api.leadconnectorhq.com/widget/bookings/nickgossbookings 
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Part B – Service Quality Scoring

Use the 1–5 Expectation and 1–5 Performance columns to rate each dimension.  
Calculate Score = Expectation – Performance. 1 = very poor, 3 = Industry norm, 5 = world class 

(Customer rating of
importance Top Ten)

Reliability

Is the service stable at peak load?
Is onboarding accurate first time?
Are billing and reports consistently accurate?
Is data integrity maintained across integrations?
Are project milestones and commitments met on schedule?

Responsiveness

How fast are critical issues resolved and first responses sent?
Are proactive updates sent before problems hit operations?
Is onboarding or change work completed quickly and cleanly?
Can routine tasks be handled via self-service?
Does exec communication match decision pace?

Assurance

Do staff show deep knowledge and fix problems permanently?
Is data secure, compliant, and disaster-recovery tested?
Are fixes permanent and continuity assured?
Do all interactions inspire confidence in long-term stability?

Empathy

Do we understand the client’s industry context and impact of issues?
Is support tailored and delivered with matching urgency?
Are needs anticipated before problems surface?
Does our style fit the client’s culture and decision pace?

Tangibles
Is the UI clear, consistent, and professional for all roles?
Are docs, training, and reports board-ready and current?
Is branding consistent and enterprise-grade across touch-points?

I, ______________________, commit to closing the top three Critical gaps by ____________.

Signature: ____________________ Date: ____________

This single workbook lets a founder:

- Spot promise drift in sales vs. reality.

- Score service quality across the Service Quality dimensions.

- Leave with a short, owner-assigned action list—ready for the board deck or investor update.

Dimension Key Question Expectation (1–5) Experience (1–5) Score (Expectation
minus Experience)

Criticality

Commitment


