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I. Introduction
If you operate within a SaaS business model, you have probably already read quite 
a bit about renewals – especially about the operational best practices required to 
succeed with them. You most likely HAVE NOT read much about SaaS renewal sales 
through partners – not because there’s not a lot of interest, but because there has 
been a consistent dearth of information on this topic.

The need for dialog is apparent however, as vendors continuously have questions:

•	 Should I consider partners as part of my renewals channel strategy? If so, 
whom? For what types of renewals? For what types of customers?

•	 What are the risks of working with partners on SaaS renewal sales – and how 
do I manage them?

•	 How should I manage and support renewal partners? Should I offer a separate 
program, or not?

•	 How do I manage the costs of working with partners?
•	 What resources and organizational competencies does my organization need 

to invest in to ensure mutual success?
•	 How should I measure and communicate partner performance internally and 

externally?

In response to continued vendor requests for answers – and further discussion we 
have created a whitepaper series with this very specific focus. The series aims to 
share real-world practices that will inform and act as a prompt for further discussion 
and sharing. Not a primer on renewals per se, this first paper discusses the major 
issues facing vendors as they recruit and engage partners, and provides some 
analytical frameworks for early decision-making.  

The second paper explores best practices – how key functional teams can work 
together to leverage partners optimally. The third, and final paper discusses key 
metrics for the renewals business through partners and ways to “package” them for 
maximum clarity and impact.

In order to provide multiple perspectives, key global learnings and practical, tactical 
advice, we’ve reached out to some leaders – your colleagues – in the industry. They 
represent different functions, and their companies represent different stages of 
SaaS evolution. Their wisdom works to create a 360-degree view of the challenges 
and opportunities you may be facing.

Our hope is that these whitepapers will provide input into productive meetings 
within your own organization, as well as topics for discussion with your partners and 
counterparts in other companies.
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II. Setting the Scene: The 
Importance of Renewals and The 
Renewals Team 
Unless your organization was “born as a service”, it has already faced major challenges 
as it evolves to the world of SaaS. This is because the SaaS business model turns 
the traditional “on-prem” or “perpetual” model upside down!

•	 In a perpetual model, which is essentially a CapEX sale, roughly 70% of Customer 
Lifetime Total Value (CLTV) is captured up-front, in the initial sale.

•	 In a SaaS model – an OpEX sale – the initial sale maybe captures 10-20% of 
CLTV, putting future expected revenue and profitability at risk.

The SaaS model also forces a vendor to become more customer responsive and 
agile. Unlike the traditional model where the customer is largely “untethered” from 
the vendor, SaaS sales require a continuous engagement as the customer moves 
through the cycle of initial purchase, expansion and renewal. The opportunity, 
therefore, is constantly “alive” and in play.

As an added dimension to the risk, vendors are telling us that with the consumerization 
of IT, contract durations are moving from a minimum of one year to monthly, quarterly, 
or six-month minimum terms.

In a SaaS business model, renewals move from being important to critical, for a 
number of reasons: 

1. Renewals can account for the majority of the annual revenue stream 

•	 One vendor reported that “renewals is the highest revenue number in 
EMEA”.

•	 Another vendor told us that “90% of our revenue stream is renewals”. 

2. The Renewals team, along with the Customer Success team, are responsible 
for 80-90% of the risk to CLTV
 
 
 
 
 
 
 
 
 
 

CLTV in a 
Perpetual Model

30% at risk 80-90% at risk

70% initial sale

10-20% initial sale

CLTV in a 
Subscription  Model
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3. Renewals are key to covering the customer acquisition cost (CAC) 
 
 
 
 
 
 
 
 
 
 
 

Customer acquisition cost (CAC) can be high in both perpetual and subscription 
models. However, in a perpetual model, the majority of this cost is offset upfront as 
the majority of revenue is recognized in the initial sale. Because a subscription model 
predicts the majority of revenue coming in over time, SaaS vendors must ensure that 
the revenue stream continues just to cover the cost of acquisition. 

Vendors we’ve spoken with target a 95% renewals rate and use a break-even 
benchmark of anywhere from 1 ½ to 3 years to cover this cost.

4. Finally, renewals act as a “bridge”
On one side we have customer and partner experience and satisfaction “to date”. 
While on the other side, expansion and new offer opportunities “to come”.  

Premises/Perpetual Sales 
Model

Initial Sale $
Initial Sale $COA $

COA $

Service-based SaaS 
Model

Opportunities 
for expansion 
& new offers

Ability to cover 
CAC

Quality of 
deployment

Quality of the user 
experience

Quality of partner 
support

Quality of the offer
Full, continued 
usage

Renewals
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III. Writing the Script for The 
Renewals Team: Key Management 
Challenges and Tactics to Address 
Them
The immediate implications of the differences between perpetual and SaaS models 
are:

•	 The entire organization needs to be aligned on the SaaS renewals model.
•	 The vendor needs to make sure that the right channels, both direct and 

indirect, are in place to assure SaaS renewals sales success.

Successful renewals through partners recognize and address two major challenges 
to the SaaS business:  Change Management and Risk Management.

The renewals team can and should be the catalyst for many of the responses to 
these challenges. This team plays a key role in:

•	 Driving Change by helping:
•	 The company’s senior management understand the importance of 

renewals to the business, thereby securing buy-in and support for 
necessary resources.

•	 The company’s functional teams understand what the renewals business 
needs from them – how and why the organization needs to work together, 
to work differently.

•	 The company’s partner ecosystem understand why “SaaS renewals” is 
good business and how vendor and partners will work together to ensure 
mutual success. 

•	 Managing Risk by identifying and working with the various teams to identify 
and offset the key risks that can cause the renewals rate to fall below 95% - 
the industry “gold standard” for a successful renewals business. 
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5 Major Risks and Proven 
Management Tactics as they relate 
to the Channel
 Risk     Mitigation Approaches

1. Uninterested, 
Incompetent 
Partners

2. Unsustainable 
Cost of 
Renewals

3. Preventable 
Churn

4. Organizational 
Dissonance

5. Incomplete 
and Untimely 
Data

•	 Solid business value proposition
•	 Improved partner selection, recruitment 

and enablement

•	 Effective and efficient channel design

•	 Partner-centric product design
•	 Improved partner ease of doing business
•	 Targeted partner policies, programs and 

incentives
•	 Customer experience management

•	 Organizational re-alignment
•	 Goal and compensation re-alignment

•	 Proactively share renewals pool data 
with Partners at least 90 days in 
advance of due date

•	 Give partners an easy-to-use renewals 
platform to access quotes, with 
templates they can use
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1. Uninterested Incompetent Partners

Uninterested, incompetent partners may be a consequence of several factors. It 
may be that partners’ target markets do not align well with your SaaS offers. Or 
partners do not see the business value of taking on SaaS renewal sales. Finally, some 
partners may just be evolving to SaaS and do not have all the required competencies, 
organizational structures or operational infrastructure.

Tactics here include:
•	 Creation of a solid business value proposition
•	 Improved partner recruitment, alignment and enablement

 

2. Unsustainable Cost of Renewals 

Unsustainable cost of renewals is the result of a vendor using one channel to 
perform an activity that can be performed as well as – or better than – a lower cost 
resource.  An example would be using a direct account executive (AE) for simple 
SaaS renewals that could easily be closed by partners.

Effective and efficient channel design in the planning stage eliminates this risk by 
mapping key activities to the “channel” so as to perform the required activity at the 
least cost.
 

3. Preventable Churn

Preventable churn deserves a little more discussion. When you are relying on partners 
to help you realize 80-90% of CLTV and when you need a 95% renewal rate over 
at least 18 months to breakeven on the cost of acquiring the customer, AND when 
renewals account for a significant percent of ARR, there’s no doubt about it… there’s 
a lot on the line! And a lot to get right. That is why it’s important for the renewals 
team to help lead the organization in the management of churn. 

Churn is typically expressed as a percent of accounts no longer subscribing in a 
given period of time and/or the dollar value these accounts represent.

All Churn Is Not Equal
When you look at the churn number, it’s important to break the number down 
further into:

• “Natural” or “unavoidable” churn caused by factors beyond your control. 
Examples include:
•	 out of business
•	 severe cost cutting
•	 acquisition

• Preventable churn caused by factors you can impact. 
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Tim Willey, SVP Commercial Strategy and 
Operations of ForgeRock identified his

top three causes of 
preventable churn 
Do they resemble yours?

•	Under deployment – the customer is not 
getting the desired value from the offer. 
This can be attributed to

• Failure to use the offer
• Misuse
• Inability to optimize the offer for a 

specific industry or organization
•	Pricing issues
•	Poor product support

In his analysis of churn, Tim also captures any issues with 

offer functionality and escalates these to the offer team.

“
“
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As such preventable churn is that percentage of churn that is linked to competitive 
displacement. By aggressively managing the issues causing preventable churn, 
vendors can help to stabilize and grow their SaaS renewals rate.

If you work with partners, the Channel Factor is an additional factor to consider:

The Channel Factor for Churn
In a channel environment, there is an additional dimension to “preventable” churn 
that vendors need to manage. That is, channel-initiated end-user churn. This is 
when the channel switches out your offer for a competitor’s, not because there 
is a functionality issue, but because the business deal to the partner is “better.” 
Partners can do this because of their power with end-users who very often rely on 
the partner to specify the brand and who have very little risk in switching.

Tactics for managing preventable churn call upon multiple functions and include:
•	 Partner-centric offer design – including designing in opportunities for partners 

to add their own services to the offer
•	 Ease of doing business – easy access to information, excellent support, 

training, responsiveness, etc.
•	 Targeted - and competitive - partner policies, programs, and incentives
•	 Excellence in the customer success function – Modern SaaS applications 

have countless instrumentation hooks feeding dashboards that show all 
sorts of user activity. From login to application usage and performance 
activity. This information must be reviewed frequently to spot any anomalies 
or trends towards low or no usage, in conjunction with reviews of customer 
support volumes or responses to customer satisfaction surveys. If the 
customer satisfaction scores are low, long before the renewal date is due, the 
renewals team is put on the back foot. Organizationally, it is important that 
the right team(s) – be it the partner team, the vendor’s customer support or 
customer success team – are on top of any issues and resolve them quickly. 
If, for example, the customer is missing a key feature they expected when 
they signed up, this gap needs to be fed back to Product Management to 
determine if the issue can be resolved.

All four of these topics are covered in greater detail in the second white paper of this 
series: Best Practices for Leveraging the Channel for SaaS Renewals.
 

4. Organizational Dissonance

Intra and Inter organizational dissonance/conflict describes an environment of 
mixed messages, conflicting goals and objectives, and hand-off gaps, etc. 
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Intra – confusion here can create disruption across multiple business functions 
within the vendor SaaS sales lifecycle and may impact levels of renewals attained.
Inter – conflict between the vendor and the partner on how SaaS renewal sales 
lifecycle will work, is likely to impact negatively on renewals attainment.

Again, sound planning up-front helps to eliminate this risk by making sure the right 
skills and functions are in place, goals aligned, and roles and responsibilities clearly 
established between all functions in the vendor organization and between the 
vendor and partners.

 

5. Incomplete and Untimely Information

Incomplete and untimely information puts renewal revenue at risk by failure to 
capture and transmit key information that includes:

•	 Renewal profile information (e.g. customer data, renewals date, pricing, etc.)
•	 Flags (issues with customer usage, experience, and satisfaction)
•	 Performance metrics

Equally important is the “packaging” of this information for key stakeholders within 
the organization – senior management, product, and sales teams etc. – as well as 
for partners.

The best practice tactic here is to create an easy-to-use SaaS Renewals collaborative 
digital workplace where all key information and metrics can be packaged and shared 
with all who “need to know.”
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IV. Choosing the Players: An 
Analytical Framework for Partner 
Selection and Enablement 
Sometimes renewals teams struggle because the organization is – consciously or 
not – locked into old ways of doing business that conflict with the requirements of 
the new. Sometimes the true giant step to success is pulling yourself out of “the way 
things work today” mode in order to consider two basic central questions:

Should you include partners in your SaaS renewals strategy?  And if so, who?

The answers depend on the risk – not only to your renewal rate, but also to your 
expected revenue growth from expansions through cross-selling and upselling 
opportunities. It is important that you spend time with your team on these two 
questions. 

Working through these three key factors helps you get to the answers:

1. Your target SaaS end-user account profile vs. your 
current end-user account profile

•	 What percent of your SaaS opportunity is expected to come from existing vs. 
new accounts?

•	 In your target SaaS accounts, who are the decision makers for SaaS renewals?
•	 Are they the same as for the initial sale?
•	 Are they the same as for expansions?
•	 Do they make decisions for the entire company, or for a division, region, 

etc? (i.e. is the decision centralized or decentralized).

This information is a critical starting point to your decision-making for a number of 
reasons. We know, for example, that not every end-user account is able or willing 
to transition to a SaaS model. It’s also true that it is very difficult – and costly – for 
any sales organization to call on new accounts and/or form new relationships within 
existing accounts. Models have shown that the cost of selling a new offer to a new 
customer can be 10-12x the cost of selling an existing offer to an existing customer. 
Even though they may have the ability to pursue SaaS renewals in new customers, 

In our experience, 80% or more of the problems 
vendors have with channel performance can be 
traced to poor channel selection.
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most partners are unwilling to create these new relationships just for one vendor. 
The cost is simply too high.

2. Your Offer Profile – Expected Expansions and Renewal 
Complexity

Expected Expansions:
•	 How important are expansions to your target ARR?
•	 How “channel proof” is your offer strategy?

If your expected expansion revenue is high, your offer team may have begun to 
“protect” it by building expansion path options into the offer itself. Or it may be that 
you are relying on your channels – direct (AE’s, customer success, renewals and 
digital) as well as indirect (MSP’s, SI’s, service providers, consultants, etc.). Because 
the ability to grow expansion revenue relies on high renewal rates, your efforts to 
make sure you are engaging the right partners in the right activities are critical to 
your SaaS business success.

Renewal Complexity – Simple, Complex and Strategic
Depending on your SaaS offers and where they fall in the market, renewals can 
span the complexity continuum, ranging from very simple to highly complex and 
strategic. The first two categories, simple and complex, require mainly administrative 
capabilities. However, complex renewals may include such options as co-terming 
(i.e. the consolidation of subscriptions to synchronize renewal dates). The third 
category, strategic, requires relationship management skills which are needed 
for navigating a renewal through a “key event”. This might include a change in the 
customer’s decision structure, an acquisition or a competitive bid. 

An important preliminary step in determining if/how partners fit into the business is 
mapping out:

•	 The skills required to execute renewals with excellence at each level of 
complexity 

•	 How the business falls by level and type of complexity

As an example, here’s a (fictional) company that has analyzed its renewals by:
•	 Working with the renewals offer team to map out the necessary skills required 

for each level of complexity 
•	 Quantifying the levels of complexity

•	 As a % of ARR
•	 As a % of renewals contracts
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Renewal Type

Simple Complex Strategic

Skills/
Capabilities

•	capture 
account data

•	communicate 
renewal price

•	keep customer 
information 
current

•	assure timely 
renewals

•	push notice 
to end-users, 
including 
where and 
how to buy 
their renewal

•	(potentially) 
manage a 
large number 
of contracts

•	simple 
capabilities 
PLUS

•	ability to 
generate 
complex 
quotations

•	ability to 
handle co-
terming

•	dynamic 
problem 
solving

•	issue 
identification

•	ability to 
escalate

•	account 
relationship 
management

•	negotiating 
skills

•	competitive 
knowledge 
and 
positioning

•	ability to 
work within 
established 
pricing 
parameters

% of ARR 25% 55% 20%

% of Renewals 
Contracts

50% 40% 10%

Through this picture, the vendor can learn the importance of each renewal category 
to the company’s revenue, as well as the number of contracts – or relationships – 
each category represents.

For channel selection and enablement purposes, the vendor learns that most of the 
company’s renewals revenue (55%) falls into the “complex” category and that this 
category represents 40% of the renewals contracts. The majority of the contracts 
(50%) represent only 25% of the revenue. And 10% of the contracts bring in 20% 
of the revenue.  
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What are the “channel” implications here?
For a moment, let’s forget about who’s involved and focus on building a picture 
of the capabilities required. Clearly, this vendor needs a channel system that can 
succeed within a complex renewals environment. But the vendor also needs to 
invest carefully in a higher cost “strategic” skillset and investigate the most cost-
effective way to handle a large number of “simple” contracts.

Regarding the “who” – in some cases, all three renewals categories can be managed 
by a single channel system. Often, however, this option proves to be too costly over 
the long run. With this level of understanding, the vendor can assign different roles 
and responsibilities to different players in order to assure a high performance channel 
system that operates at least cost.

This analysis helps the company create a business case that includes skills 
requirements, resource requirements and cost implications for their renewals 
business. Even though this company has a partner-centric SaaS renewals objective, 
there may be renewals and accounts that require a direct AE role to assure a 
successful renewal. And there may be opportunities to digitize all or most of the 
“simple” renewals.

3. Your Partner Profiles – Market Coverage, Competence, 
Relative Cost 

Armed with the insights from your end-user and offer analyses, you are now ready to 
map your partner ecosystem against the requirements you’ve generated. Here you 
are looking for the value your partners bring as well as the costs i.e. the investments 
you will need to make in order to assure mutual success.

Here there are five important questions to consider:

I.	 What percentage of your partners “see” the accounts you’ve targeted for 
your SaaS offer? 
One of the strongest reasons to work with partners is the relationships they 
have, that you don’t have. As we said earlier, if your channel ecosystem was 
designed around a different market, it will be difficult, costly, and generally 
unsuccessful to aim existing partners beyond the relationships they have 
today. Unless there is a sound reason and business case to support such a 
move, you may need to develop a new set of partners. And that takes time and 
investment. 

II.	 What percentage of your partners have access to the decision makers for 
renewals? 
Again, one of the major values partners bring to the table is their relationships. 
If they see the decision maker and call on the end-user frequently, chances 
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are that they will be aware of any changes in the decision maker, the decision 
making structure or the competitive environment. If they don’t see the decision 
maker today, you need to know the extent to which you are asking partners to 
form new relationships. It could be that a partner who sees the decision maker 
for the initial sale could be trained and supported to call on the renewal’s 
person. Some partners might view this as too costly – not worth their time – 
and so you’ll need to create a strong business case to convince them otherwise. 

III.	What percentage of your partners currently sell SaaS solutions? 
The answer to this question helps you assess your partners’ comfort with selling 
and supporting SaaS and gives you a better understanding of training and 
support requirements. 

IV.	What percentage of your partners integrate your offer into a unique offer of 
their own? 
Here you will be able to assess how vulnerable your offer is to competitive 
switch-outs. How “protected” your expansion revenue is. And how much effort 
the partner is likely to place on renewals business. 

V.	 What percentage of your partners have the necessary skills/capabilities for 
SaaS renewals based on the complexity of your offer?  
What percentage are “evolving”? And what percentage are “not engaged”?

The answer to these questions will help you understand your current partners’ ability 
to cover your renewals opportunity i.e. what percentage of the total opportunity 
partners are capable of managing.  From there you can identify what types of 
enablement paths you can create to help them grow in competence. And/or you 
might see that you will have to provide a significant amount of direct support now 
and in the future.
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Are Your Partners Ready for SaaS Renewals? Our Template Will Help 
You Find Out

% 
Not Ready/

Engaged

% 
Are

“Evolving”

% 
Ready/

Engaged

“see” target SaaS 
market

Existing 
relationship with 
SaaS renewals 
decision maker

Currently sells 
SaaS solutions

Integrates SaaS 
into their offers

Have the skill sets 
we identified for 
simple renewals

Skills for complex 
renewals

Skills for strategic 
renewals

                 

With this view, you can quickly assess the strengths and weaknesses of your current 
partner ecosystem vis-a-vis the requirements of your SaaS renewals business. You 
will be able to identify – by partner type, name, vertical and geography -- “who’s in” 
today and “who’s next”. In addition to “who’s not a good fit for this specific business”. 
This view will also help you generate options for enablement and channel design.

WHO
?

WHO
?

WHO
?

While it is generally true that the partners most likely 
to hit the ground running will be Systems Integrators 
(SI’s) and MSP’s, do not go by the name or category 
alone. Look at the criteria you have created and look at 
who the partner sees and the functions the partner is 
already performing well.
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Implications for Enablement, Channel Design and Cost
This view will also help you generate options for enablement and channel design. 
From it, you will get a very good idea of your expected costs:

•	 Costs to enable and support evolving and “good fit” partners (training, 
marketing support, leads, tiered benefits, etc.).

•	 Costs you must retain because the partners available to you right now 
cannot or will not develop the required skills or infrastructure. As an 
example, let’s look at a 2-tier structure (vendor/distributor/reseller) in 
which no distributor has currently invested in a platform that will allow the 
“renewals due” list to be pushed to the customer facing channel. In this 
case, the vendor would take on that function and associated cost. Later on, 
as they see renewal sales as a critical component of their revenue stream, 
some distributors will invest in their own platform to automate and manage 
their renewals.

•	 Costs you must incur to recruit and/or develop a new set of partners.
•	 The opportunity cost of NOT working with partners.

As a result of this type of analysis, you may conclude that: “My SaaS market is 
primarily small business and consumers.  Most of my renewals are simple. It would 
be cheaper for me to handle renewals digitally myself.”

However, before you finalize that decision, consider…

A digital “direct” model may be best for you – if your digital capability can flag 
the complex and strategic exceptions and direct them to a competent resource. 
However, before you execute that option, you need to evaluate the cost of not 
allowing partners to participate in lucrative renewal revenue streams. Can the 
channel easily switch you out and offer a competitive solution? You need to know 
the answer.

To give you a running start…
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V. Assigning Roles: Options for 
Optimal Channel Design
When you are ready to design the “optimal” channel mix for your current offers and 
partner ecosystem, you have multiple models to evaluate.

The diagram on page 18 maps seven of the most common designs, for the full sales 
cycle. These range from “pure direct” to “pure partner” options, with several hybrid 
designs in the middle. You may be asking: what kind of “direct” channel – a valid 
question that each vendor must answer for themselves.

When going through this exercise, the best way to approach design is to lay out 
your building blocks first and then determine what partner type(s) can meet the 
performance criteria you set, at least cost.

Direct Options
•	 AE’s are the highest cost sales resources and, in most organizations, are 

aimed at bringing in new business. Still, they are often needed, and need 
to be rewarded for strategic renewals where changes in the end-user 
environment present a risk to the renewal.

•	 Customer Success is becoming more popular as the “renewals owner” 
for vendors offering cloud-based solutions. Customer Success Managers 
(CSM’s) are typically tasked with driving adoption, conducting regular 
health checks and addressing support needs. They are typically the first to 
identify the risk of a customer not renewing. The risk of using this non-sales 
“channel” for renewals is a potential skills gap – gaps in knowledge and 
training on how to navigate within the account, speak with procurement and 
secure an on-time renewal.

•	 Renewals can be a separate function or team within the organization.  
•	 Digital Renewal Platforms are a cost-effective option for handling large 

numbers of “simple” renewals.

Direct Options 
Include:

•	 AE’s
•	 Customer 

Success Team
•	 Renewals Team
•	 Digital Renewals 

Platform

•	 MSP’S
•	 SI’S
•	 Resellers
•	 Service Providers
•	 Solutions Providers
•	 Service Specialists

Partner Options 
Include

•	 Influencers
•	 “Big Box” 

Retailer
•	 Consultants
•	 Distributor
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Partner Options
You are probably familiar with most of the partner “building blocks” shown in the 
above diagram. The exception might be the service specialist. Essentially an 
outsourced expert in customer success and/or renewals that the vendor can engage 
for certain markets or geographies. The reason for these types of “channels” include 
sales capacity, time zone coverage, language capability, and market conditions. 
Another reason may include cost, as some of the service providers have scale and 
offer a compelling economic model. Using the criteria you’ve established, you will be 
able to choose the best set of building block options for your business.  

Examples of Design Options for the Full SaaS Lifecycle

Direct (AE) Direct (Customer 
Success)

Direct 
(Customer 
Success or 
Renewals 
Team)

Direct-led (AE 
or BD finds 
opportunity 
and co-sells 
with Systems 
Integrator)

Systems 
Integrator

Systems 
Integrator (SI)

Direct (AE) Outsourced 
Specialist

Outsourced 
Specialist

Partner (Reseller) 
led – partner finds 
opportunity and 
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Channel Design for the Renewals Function only…Where a distributor is involved, 
vendors may want to break up the discrete renewals functions and distribute them 
across two channel types. Here, either the vendor or distributor could be responsible 
for managing and automating the renewals due list, while the reseller takes on the 
customer facing functions.
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“

“

There are many more possibilities and no 
one “right” design. Your optimal channel 
design is a function of your target end-
users, your offer profile and your partner 
profiles. 
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VI. Taking it on the Road: 
Implementing your SaaS Renewals 
Strategy – An Account Based 
Approach
Does every partner need to be able to handle complex renewals? Where are your 
“direct” resources critical? How many AE’s do you need to align against your renewals 
business? To what extent will you need to incur the cost of channel evolution? How 
might the answers vary by geography? By vertical?

These are just a few of the many questions facing you as you move from the “big 
picture” of strategy to actual implementation of your SaaS renewals channel plan.

A helpful way to frame the issues is to analyze how renewals fall by major customer 
segments. In the fictional example below, the vendor has chosen to analyze its 
customer base by account size. The same analysis could be done for key accounts, 
verticals, etc.

In the above example, the vendor has mapped its account base by size:
•	 20% of the accounts are “large”
•	 60% are “medium”
•	 20% are “small”

The vendor maps renewals by segment to understand that large customers account 
for 50% of ARR and 10% of the renewals contracts. 

Analyzing the contracts for large accounts, the vendor sees that 20% of them are 
simple, 60% are complex and 20% are strategic.  The same analysis is done for 
medium and small accounts.

Large = 20%

Large

Medium = 60%

Medium

Total no. of Accounts Total ARR $’s Total no. of 
Contracts

Small = 20%
Small

50%

40%

10%

10%

50%

40%
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% of Renewals Contracts that are:

Simple (%) Complex (%) Strategic (%)

Large Accounts 20% 60% 30%

Medium Accounts 40% 50% 10%

Small Accounts 68% 30% 2%

This exercise paints a good picture of the level of renewal skills the vendor and 
partner need in order to manage renewals for each segment. It will help the vendor 
assign resources and costs more accurately.  Just as important, it will prevent the 
vendor from placing unrealistic expectations on partners who target portions of the 
market that are relatively simple to serve.
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VII. Questions for Discussion
As a summary to this first whitepaper, we have collected several questions that might 
be useful to discuss within your organization, as well as with industry colleagues:

•	 Does your team/organization know:
• The percentage of CLTV “at risk” and dependent on renewals
• The time required to cover the cost of customer acquisition in a SaaS 

sale
• The percentage of your ARR that renewals account for

•	 We’ve identified change management and risk management as two major 
challenges to SaaS renewals sales through partners.  Do you agree?If so:
• What are your company’s primary change management challenges and 

how can your team help address them?
• What are the major risks associated with SaaS renewal sales through 

partners? How are they managed? Do you agree with our list, or are 
there others you need to consider? What is your team’s role in managing 
these risks?

• If not, what are your company’s major challenges?
•	 The topic of churn is an important one in this paper. Does your organization 

know:
• The percentage of churn that is “preventable” vs. “natural” or 

“unavoidable”
• The major causes of preventable churn and how your organization 

addresses them
•	 Do you use churn analysis to help identify issues with product functionality?
•	 Do you consider the role channel partners play in contributing to preventable 

churn?
•	 How does your organization make channel selection decisions today? Does 

the analysis outlined in Section IV offer any new perspectives? Would you 
do anything differently?

•	 Do you “segment” renewals (e.g. “simple,” “complex,” “strategic”) as this 
paper suggests?  What categories do you use? What insights have you 
gained?

•	 Have you assessed your current partners against the criteria you’ve 
established for successful SaaS renewal sales?
• Where do most of your partners fall in this assessment (e.g. “not ready”, 

“evolving”, “ready”)
• What are the cost and resource implications of your answers?

•	 What channel designs do you currently use:
• For the full sales cycle
• For the renewal’s sale

•	 How effective are your current channel designs? How efficient? E.g. are 
there any functions you could transfer to a lower-cost channel option?

•	 Do you engage your regional teams in exercises to identify how renewals fall 
by end-user segment – key accounts, verticals, customer size, etc.? What 
are your top 3 take-aways from this paper?
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