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== AT A GLANCE

EXECUTIVE SUMMARY

Where the Journey Leaks, and How to Seal It

Revenue rarely leaks in one big break. It leaks at the handoffs, the seams between sales, onboarding,

training, and support, where clients quietly lose momentum and never fully adopt. This system traces

the whole journey, finds those seams, and closes them.

THE SYSTEM AT A GLANCE

Purpose Map the clientjourney through every department handoff, expose where revenue leaks

and adaptation stalls, and close the gaps with targeted training and process fixes.

The Core Insight Most churn isan adaptation failure, nota productfailure. A client who neverfully learns

thetools neverfully adopts, and a client who neveradopts does not renew.

The Method Assessthe journey and the handoffs, discoverthe leaks and adaptation gapsin each

process, and train, both clients and employees, to close them.

Core Outcome Aclientjourney with no dead handoffs, fast response at every seam, and a trained client

who adoptsfully and renews.
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OPERATING PRINCIPLE

Every handoff is a place where a client can be dropped. The leak is not usually the product, it is the

seam between one team and the next, and the training that never happened.

The Assess, Discover, Train arc

1 - ASSESS 2 - DISCOVER

Map the Journey Find the Leaks

Trace the client through every department and Pinpoint where revenue leaks and adaptation
every handoff, end to end. stalls in each process and seam.

Confidential Working Playbook - Revenue Leaks & Adaptation Gaps

3 - TRAIN

Closethe Gaps

Targeted training for clients and employees to
seal every leak found.
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=== THE CLIENT JOURNEY

Every HandofT Is a Leak Point

Thisis the journey a client actually travels, from the first click to full adoption. At each step thereis a

handoff, and at each handoff there is a place where the client can stall, drop, or churn. The system maps

all of them.

Sales
Thefirst promise. What the clientis told they will get, and how well that sets up everything after.

Leak: over-promise, or a handoff to onboarding with no context passed.

Landing Page & First Touch
Where the clientlands and forms their first real impression of how this will work.

Leak: confusing entry, unclear next step, momentum lost on day one.

Response Time
How fast the client hears back when they reach out, at every stage.

Leak: slow first response signals low priority; the client cools.

Onboarding Training

The structured start, where the client learns how the relationship and the process work.

Leak: onboarding that informs but never trains; the client is left to figure it out.

Client Training on Software & Tools
The hands-on training that makes the client actually capablein the tools they are paying for.

Leak: tools handed over without training; the client never becomes fluent, never adopts.

Mini Final Training (Adoption Check)
Ashort, deliberate final training pass to confirm the client can run it themselves.

Leak: no adoption check; no one confirms the client is actually self-sufficient.

Handoff to Ongoing Support
Thefinal pass from onboardingto the team that carries the relationship forward.

Leak: a cold handoff; the client repeats themselves and feels dropped.

Confidential Working Playbook - Revenue Leaks & Adaptation Gaps Prepared & Created by Jayson Forde
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== CONTENTS

The Seven Workstreams

The system runs as seven workstreams across the Assess, Discover, Train arc. Each targets a specific part

of the journey or a specific kind of gap.

Map the Client Journey End to End

01
Trace every step and every department handoff the client passes through.
02 Audit Each Department Handoff
Inspect the seams between teams, where context and momentum get lost.
03 Diagnose Response-Time Leaks
Measure how fast the clientis answered at each stage, and where they cool.
04 Find the Adaptation Gaps
Locate where clients fail to learn the tools and never fully adopt.
o= Client Training & Adoption System
> Onboarding, software training, and a minifinal training that confirms adoption.
06 Employee Handoff Training
Train the team to run clean, warm handoffs with full context every time.
Seal, Measure & Sustain
07 ’

Close each leak, measure adoption and retention, and keep the journey tight.

Confidential Working Playbook - Revenue Leaks & Adaptation Gaps Prepared & Created by Jayson Forde
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ASSESS

Map the Client Journey End to End

Before anything can be fixed, the full journey has to be visible, every step the client takes and every team they

touch, from first click to full adoption.

g

*

Document each stage the client moves through, sales, landing, onboarding, training, support.
Identify every point where the client is handed from one department to the next.
Capture what the client experiences at each step, not just what the org intends.

Build the journey map that the rest of the system works from.

ASSESS

Audit Each Department Handoff

Handoffs are where clients get dropped. This workstream inspects each seam between teams, what gets

passed, what gets lost, and where the client has to start over.

*

L g

Examine what context is passed at each handoff, and what is dropped.
Find the handoffs where the client has to repeat themselves or re-explain.
Flag the seams with no owner, where responsibility falls through.

Rank the handoffs by how much revenue risk each leak carries.

Confidential Working Playbook - Revenue Leaks & Adaptation Gaps Prepared & Created by Jayson Forde
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DISCOVER
Diagnose Response-Time Leaks

Speed of response is a signal. Slow answers tell a client they are low priority, and a client who feels low priority
starts looking elsewhere. This finds where the delays live.

& Measure first-response and follow-up times at each stage of the journey.
¢ Identify the stages where response lag is quietly driving clients to cool off.
¢ Trace slow responses back to the process or handoff that causes them.

¢ Set the response standard each stage must hold.

DISCOVER

Find the Adaptation Gaps

This is the heart of the system. Adaptation gaps are where a client fails to learn the tools well enough to truly use
them, and a client who never adapts never renews. These gaps are usually invisible until churn.

ADAPTATION GAP WHAT IT LOOKS LIKE WHY IT LEAKS REVENUE

Tools without training Theclientis given access but never Low usage, low value felt, easy to cancel
taughtto useit

Onboarding that informs, Information dumped, no hands-on Theclient never becomes self-sufficient

not trains capability built

No adoption checkpoint No one confirmsthe client can Silent non-adoption discovered only at non-
actually run it renewal

Support handoff with no Theclientre-explains everythingto a Frustration, erosion of trust, churn risk

context new team

THE CORE INSIGHT

A client who never fully learns the tools never fully adopts, and a client who never adopts does not
renew. Close the adaptation gap and you close the revenue leak.
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=== THE TRAINING RESPONSE

Adaptation Strategies: Assess, Discover, Train

Every leak found in the journey is closed the same way, through targeted training, for the client and for the
employee. Adaptation strategies center on assessing where the gap is, discovering its root, and training to close
it.

TRAIN - CLIENTS

Client Training & Adoption System

This is what turns a signed client into an adopted one. A deliberate training arc that builds real capability, then
confirms it before handoff.

¢ Onboarding training that builds capability, not just shares information, so the client starts able.
¢ Software and tools training, hands-on, until the client is genuinely fluent in what they are paying for.

¢ Amini final training pass that checks adoption, confirming the client can run it themselves before the handoff.

 J

A clean handoff to ongoing support, with full context, so the client never feels dropped.

TRAIN - EMPLOYEES

Employee Handofl Training

Clients get dropped when employees hand off badly. This trains the team to carry the client across every seam
without losing context or momentum.

® Train each team on what context must travel with the client at every handoff.

¢ Build the warm-handoff standard: the receiving team knows the client before the client arrives.

L J

Assign clear ownership at each seam so no client falls between teams.

& Coach response-time discipline so no stage goes cold.
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TRAIN & SUSTAIN

Seal, Measure & Sustain

Closing the leaks once is not enough, they reopen. This workstream locks the fixes in place and keeps the journey

tight with measurement and ownership.

g

*

Seal each identified leak with a specific process fix or training intervention.
Measure adoption, response times, and retention to prove the leaks are closed.
Assign owners for each stage and handoff so accountability is clear.

Re-run the journey audit on a cadence so new leaks are caught early.

— THE OBJECTIVE

What This System Delivers

Run end to end, this system turns a leaky client journey into a sealed one: every handoff owned, every

response fast, every client trained to full adoption, and every seam closed so revenue stops slipping out

between the teams.

THE RESULT | DRIVE TOWARD

A client journey with no dead handoffs and no adaptation gaps, where clients are trained to adopt

fully and renew, and revenue stops leaking at the seams.
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