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Wait, your CMO cares about 
something other than pipeline?
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67%
Fortune 500

110K
Customers

2K
Employees



Building a customer-obsessed organization 

starts with culture



Box’s core values 
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Take risks. Fail fast. GSD.
10x it!
Be an owner. It’s your company.
Be candid and assume good intent
Bring your (__) self to work every day
Make mom proud
Blow our customers minds



Our Marketing Objectives
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1. Grow awareness, 
understanding, and 
differentiation of Box with 
key audiences

3. Reimagine the digital 
journey

2. Focus marketing across 
entire customer life- cycle to 
support pipeline, ARR, and 
retention goals

4. Build a global world-class marketing organization



A strong partnership across GTM 

#CS100SUMMIT

Pipeline
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Retention
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Shared metrics across the GTM org



Core Focus Areas
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Onboarding & 
Adoption

Cross-sell & 
Up-sell

Retention & 
Customer Health



Onboarding and Adoption



It’s All About the Customer Journey & Experience
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Account set-up On-going product updates 
(Newsletter, email, in-app, webinars)

Account 
Expansion



Onboarding examples
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● Revamped Admin 
onboarding email programs 
in alignment with new 
products/features & In-app 
experience

● Refined end user onboarding 
nurtures and 
gamification/tool tips

● Expanded reach for end user 
activation & re-onboarding 
emails



Adopt program examples
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● Focused adoption activities 
on key products/features 
with highest correlation to 
retention

● Webinars and videos for 
what’s new in the product to 
drive capabilities awareness 
and usage

● Pilot media channels (paid 
and owned) to reach Admins



Where to begin
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1. Understand the current customer onboarding process 
and measure adoption actions

2. Analyze which core actions lead to continuous adoption 
and higher retention

3. Start small and test (and test, and test) experiences to 
drive core actions



Cross-sell and Up-sell



In-product up-sell example
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SUMMARY: We expose the Shield 
icon in left rail to select Enterprise 
customers who don't yet have Shield. 
When clicked, we show a contextual 
page including marketing information 
on Shield with a CTA to contact sales.

LEARNINGS: Many customers do not 
know about our add-on products like 
Shield.  This experience drives lead 
generation for our sales team which 
lead to new product sales.



Monthly to Annual Plan Conversion 
example
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SUMMARY: Annual customers’ retention rate 
is higher, and LTV is more than 2x+ that of 
monthly customers. Can we convert monthly 
customers with the same strategy and 
discounting structure?

LEARNINGS: Pricing discounting strategy 
has a significant impact at sign-up. Our 
percentage of new customers on annual plans 
increased 30% points over 12 months. 
Getting customers to migrate after the fact is 
difficult and testing is important to get the 
discount strategy correct. 



Where to begin
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1. What product or plans have the highest attrition rate

2. Figure out what offers incent customers to move plans or 
buy another product

3. Start small and test (and test, and test) offers that 
resonate



Retention & Customer Health



Customer retentions offers
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● Persona landing pages to 
drive more relevant 
content

● Cancellation workflow 
revamp to minimize churn 
and remind users/Admins 
of our value proposition

● Discounted upgrade and 
renewal plays 

● Improve non-payment 
churn through improved 
failure notifications



Our customer health framework
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Customer 
Health

Product 
adoption

Perceived 
value

Customer 
engagement

Core 
Box

High value 
use cases

Exec sponsor & 
economic buyer 

engagement

Strategic 
product capabilities

Confidence in 
Box product & 
infrastructure

Sentiment

Implementation, 
deployment, 

& support



Everyone plays a role in improving Customer Health 
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CSMs

• Update customers' Health Scores in Gainsight

• Identify when an intervention play needs 
to be deployed and which one it should be

• Quarterback intervention plays (with the 
exception of ES/EB Engagement)

• [For E+ customers] Identify BCAP 
modules to redeem that are aligned to 
Health improvement strategies

Box Consulting Support

Sales Renewals Marketing

• Deliver high-quality services aligned to 
customers' Health Scores

• Identify phase 2+ work that will continue 
to improve Customer Health

• Perform effective knowledge transfers to 
CSMs to continue driving and improving 
Health

• Resolve tickets quickly and effectively 
to impact both the Sentiment and IDS 
Health Scores

• [For TAMs] Ensure deep partnership with 
the account team to 1) drive high CSAT 
and 2) keep Health Scores up to date

• Establish and grow relationships with 
Executive Sponsors and Economic Buyers

• Drive the "Exec Sponsor & Economic 
Buyer Engagement" intervention play 
if there are no or poor existing 
relationships

• Use Health to identify growth areas and 
potential new use cases

• Flag any changes in Health or potential 
future blockers to retention during the 
renewals process

• Help uncover new high value use cases 
that the account team can use to drive 
Health post-renewal

• Include Customer Health as a filter 
when running at-scale and 
high-touch campaigns and programs

• Ensure adoption-related content 
includes a focus on key Health 
Scores

• Analyze and optimize Marketing 
programs based on impact to 
Customer Health



Why is Customer Health Important?
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Predict and improve 
customer retention

Evaluate beyond product usage

Target potential risk areas before 

they become widespread issues

Trigger account team intervention 

quickly and consistently

Identify growth and 
expansion opportunities

Focus beyond risk

Recognize accounts using the product well 

who are ready for expansion 

Identify strong executive relationships 

ready to sponsor further growth



How does it help us?
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Predict and improve 
customer retention

17%
More likely to renew than 

unhealthy customers 

Identify growth and 
expansion opportunities

15%
More likely to expand than 

unhealthy customers



Does all of this work?



We’re tackling this challenge while reducing spend and 
getting more profitable…

#CS100SUMMITNote:  Gross Margin, S&M as a % of revenue, R&D as a % of revenue, G&A as a % of revenue, Operating Margin, and Free Cash Flow Margin  
are non-GAAP financial measures. A reconciliation to their nearest GAAP financial measures can be found in the Appendix of this presentation.

FY’20 FY’21 FY’22 

Annual Revenue Growth + FCF Margin 13% 26% 33%

YoY Revenue Growth 14% 11% 13%

Gross Margin 71% 73% 74%

S&M as a % of Revenue 40% 30% 28%

R&D as a % of Revenue 20% 18% 17%

G&A as a % of Revenue 10% 9% 9%

Operating Margin 1% 15% 20%

Q2’23

N/A

15%

76%

28%

18%

9%

22%

Q1’23

N/A

18%

76%

28%

18%

9%

21%



And net retention is improving!
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Quarterly net retention rate

 +600bps YoY



How do I get started?
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• Ask you marketing leader how they think about onboarding, adoption, and customer 
retention in their marketing efforts

• Convince your CMO/Head of Marketing this is important (have them talk to me if they 
don’t get it)

• Get cross-functional executive alignment across Sales, CS, Product and Marketing 

• Create a cross-functional tiger team and define the core objectives and tests you want to 
run

• Start small and strategic – Don’t boil the ocean

• Test and learn – iteration is important and fail fast!



Questions?


