CatalystShift GUIDE - M.02 - CHURN EARLY WARNING

How to Predict MSP Client Churn Before It
Happens

Churn rarely surprises you in hindsight — the signals were already in your PSA and RMM.
Here's the checklist of warning signs and the playbook for catching at-risk accounts 60—
90 days out.

The short answer

You predict churn by watching the signals that move before a client gives notice — declining ticket
engagement, slipping payment behavior, a quiet QBR calendar, a champion who left, usage drifting
down — and scoring them together into a health read you check weekly instead of discovering at
renewal. AlImost every account that leaves was telegraphing it for a quarter or more; the loss feels
sudden only because nobody was reading the signals already sitting in the PSA, RMM, and billing
systems. Catch the decline 60-90 days out and you still have time to do something about it.
Catch it at the renewal call and you're negotiating an exit.

This is what Catalyst OS delivers as module M.02, Churn Early Warning — but the warning signs and
the playbook below stand on their own.

Why churn feels like a surprise (and why it shouldn't)

When an MSP loses a managed client, the post-mortem almost always finds the same thing: the
signs were there. Tickets had tapered off. The last two invoices were paid late. The QBR got
rescheduled twice and then never happened. The technical contact you had a relationship with
quietly changed jobs four months ago. Any one of those is noise. Together, in sequence, they're a
client drifting toward the door — and the data to see it was in your systems the whole time.

The reason it feels sudden is structural, not a failure of attention. The signals live in different
systems — engagement in the PSA, health in the RMM, payment in accounting, relationship in your
CRM or your head — and no single screen puts them side by side. So you see each one in isolation,
where it looks survivable, and you never see the pattern until the client says the pattern out loud.
Predicting churn is mostly a data-unification problem: get the signals onto one health read, and the
pattern becomes obvious months before the renewal.



This is not about clients being unhappy with your service. Often the technical work is excellent.
Accounts drift for reasons that have nothing to do with ticket quality — a budget cycle, a new CFQO,
a competitor's pitch, a champion's departure. Which is exactly why you can't rely on "wed know if
they were unhappy.” You wouldn't, until late.

The churn warning-sign checklist

Run your book against this list. The accounts that trip several of these, especially the ones trending
the wrong way over a quarter, are your at-risk list.

Engagement signals (from your PSA)

o Ticket volume has dropped sharply — not because problems are solved, but because
they've stopped calling you and started routing around you.

o Response to your outreach has slowed — slower replies, rescheduled calls, shorter
meetings.

Their QBR is overdue or has been rescheduled more than once.
. Project work has dried up — they've stopped buying the next thing.

. New requests increasingly go to a different vendor or get handled internally.

Health and usage signals (from your RMM)

o Endpoint or seat count is drifting down — quiet offboarding you weren't told about.
o They've declined or deferred recommended upgrades and renewals.
o Agent coverage is shrinking — devices dropping off management.

Commercial signals (from billing and your CRM)

o Invoices are being paid later than they used to be.
o They've asked for a contract review, a pricing breakdown, or month-to-month terms.
o The renewal date is inside 90 days and there's been no proactive conversation.

Relationship signals (the human layer)

o Your champion — the person who valued the relationship — has left, changed roles, or gone
quiet.

° A new decision-maker (owner, CFO, IT director) has come in who didn't choose you.

. You've heard, even secondhand, that they're "evaluating options."

No single box is a verdict. Three or four trending the wrong way over a quarter is a client you should
be in front of now.



The playbook: from signals to saved accounts

Step 1 — Get every signal onto one health read

The checklist above is spread across four systems. The first move is unification: pull engagement,
health, commercial, and relationship signals into one per-account view, refreshed continuously, so
the pattern is visible on one screen instead of buried in four. This is the technical core of churn
prediction, and it's the same data-joining problem QBR automation solves — connect the PSA,
RMM, billing, and CRM once and read across them.

Step 2 — Score health, don't just list signals

A list of flags still requires someone to interpret it. A health score — green, watch, at-risk —
collapses the signals into a single number per account that you can sort by, so the at-risk
accounts surface to the top automatically. Weight the signals by how predictive they actually are
for your book (late payment and a departed champion tend to matter more than a slow ticket
week), and recalibrate as you learn which warnings preceded real losses.

Step 3 — Set the 60-90 day trigger

The point of prediction is lead time. Configure the system to flag an account when its health turns
— ideally 60 to 90 days before the renewal or before the decline becomes irreversible. That
window is the difference between a save and a goodbye: enough runway to schedule a real
conversation, demonstrate value, fix a problem, or restructure a deal before the client has
emotionally already left.

Step 4 — Know what the renewal conversation should sound like

A flag is only useful if you know what to do with it. For each at-risk account, the question is which
one or two moves actually change the answer — a QBR that re-establishes value, a budget
conversation that addresses the new CFQO's pressure, a roadmap that re-engages a bored
champion, a check-in that surfaces the competitor's pitch before it lands. Prediction without a
playbook is just anxiety with a dashboard. The output you want is "this account is at risk, here's
why, and here's the move."

Step 5 — Run it as a weekly motion, not an annual scramble

Churn prediction works when it's a habit. A weekly read on which accounts moved toward risk —
and which moves you're making in response — turns retention from a renewal-season fire drill into
a quiet, continuous motion. The accounts you save are the ones you got in front of early, every
time.



What this is worth

The economics are stark. Winning a new managed client costs multiples of keeping an existing one,
and a churned client takes their monthly recurring revenue, their expansion potential, and
sometimes a reference with them. If early warning lets you save even two or three accounts a year
you'd otherwise have lost, the retained MRR dwarfs the cost of the system that flagged them.
Retention is the highest-leverage number in a recurring-revenue business, and it's the one most
MSPs manage by reaction instead of prediction.

Build vs. install

You can build a version of this yourself — a spreadsheet that pulls a few signals, a standing meeting
to review it. It's better than nothing, and worth doing this week. What it won't do is unify all four
signal sources automatically, score and re-weight as it learns, or trigger reliably at 60—-90 days
without someone remembering to update it. That's the difference between a manual check and an
operating layer: Catalyst OS runs Churn Early Warning (M.02) on your existing PSA, RMM, billing, and
CRM data, delivered as a managed service, so the weekly read is just there — whether you're
paying attention or not.

Frequently asked questions

Can you really predict MSP client churn in advance?

Yes, in the meaningful sense: you can identify accounts that are drifting toward churn 60-90 days
before they give notice. The signals — declining ticket engagement, slipping payment behavior, a
departed champion, shrinking seat counts, an overdue QBR — almost always appear a quarter or
more before a client leaves. Prediction is a matter of reading those signals together, on one health
score, early enough to act.

What are the earliest warning signs of MSP churn?

The earliest and most reliable signals are a sharp change in engagement (tickets and
responsiveness dropping), a relationship change (your champion leaving or a new decision-maker
arriving), and a commercial shift (late payments, contract-review requests). Health and usage
signals like declining seat counts confirm the trend. No single signal is decisive; several moving the
wrong way over a quarter is the pattern to watch.



Why don't MSPs catch churn earlier today?

Because the warning signs live in separate systems — the PSA, the RMM, the accounting tool, and
the CRM — and no single view puts them side by side. Each signal looks survivable in isolation, so
the pattern only becomes visible when the client states it directly. Unifying the signals onto one
health read is what makes early prediction possible.

How far in advance can churn be flagged?

A well-configured early-warning system flags an at-risk account 60—-90 days out — enough lead
time to schedule a QBR, address a budget concern, or restructure a deal before the client has
decided to leave. The exact window depends on your data quality and renewal cycles.

What do | do once an account is flagged?

Move on it. For each at-risk account, identify the one or two actions that change the outcome — a
value-re-establishing QBR, a budget conversation, a roadmap that re-engages a champion, or a
direct check-in that surfaces a competitor's pitch. A flag without a follow-up play is just a warning
you didn't use.

Catalyst OS is the business-layer operating system for an MSP — the layer the major MSP vendors
have no incentive to build. Churn Early Warning (M.O2) runs on the signals alreadly in your stack.
The first conversation is a 30-minute listen, not a pitch.

catalystshift.ai - The operating layer for MSPs - The first conversation is a 30-minute listen,
not a pitch.



