
AI FOR EXECUTIVES

The Leaky Bucket
You are pouring new customers in the top while the ones you already won leak out the bottom. That is growth run on the

expensive side.

Start with where the money goes. Most of the growth budget goes to the top of the funnel, to winning new customers, which is the hardest

and most expensive kind of revenue there is. By industry estimates, acquiring a new customer costs five to 25 times more than keeping one

you already have (Harvard Business Review, 2014), and a pitch to a new prospect lands only 5 to 20% of the time, against 60 to 70% for a

customer who already trusts you (Marketing Metrics, Wharton). Meanwhile the customers you fought to win leak quietly out the bottom, and

no one owns stopping it. The bucket never fills, not because acquisition is broken, but because retention was never anyone's full-

time job.

Follow the evidence

5 to 25x
more expensive to acquire a new customer than to

keep an existing one.

Harvard Business Review, 2014

25 to 95%
profit increase from lifting customer retention by just

5 percentage points.

Reichheld, Bain & Company (via HBR)

60-70% vs 5-20%
chance of selling to an existing customer versus a

new prospect.

Marketing Metrics, Wharton

Read the middle number twice, because it is the one that changes the decision. Bain's own research found that closing the leak by five points swings

profit by anywhere from a quarter to nearly double, since every retained customer is margin you already paid to acquire, kept instead of re-bought. The

leak is not a service footnote. It is the largest, cheapest growth lever most mid-market companies never pull.

The clue most leaders miss

Here is why the leak persists even in well-run companies. The fix has always existed, and large companies run it: a customer-success function that

watches how each account is doing, spots the ones drifting toward the exit, and steps in before the customer has quietly decided to leave. It just required

a department, analysts scoring the book, people reaching out account by account, that a mid-market firm could never staff. So retention got left to

whoever had time, which meant no one, and the business kept running its whole engine on the expensive side of the equation. You do not have a

growth problem. You have a bucket with a hole in it, and no one whose job is the hole.

Step back, because the math is almost unfair. You spend the most money on the least likely sale, the new prospect, while the surest

revenue in the building, the customer who already buys from you, gets the least attention.

The cheapest growth you will ever get is the customer you already won, kept.

Once you price the leak, chasing new logos to replace the ones falling out stops looking like growth and starts looking like running to stand

still.

What an AI-native operation does differently

This is where it changes for you. The enterprise retention machine becomes runnable without the department. AI agents watch every account

continuously, the way a large company's analysts would, and surface the ones drifting toward churn before a human would ever have time to score them.

They prove each customer's result back to them before the renewal conversation, the single thing that most earns the next year and the expansion. And

where it fits, they stand up a recurring-revenue layer that makes the relationship stickier by design. One discipline matters, and the evidence is clear on

it: prediction alone moves nothing. The lift comes when the AI hands a prioritized, evidenced list to a person who acts. AI does not replace the retention

machine. It finally makes it runnable at your size.

Stop the leak. Then compound.
Keep the customers you won, prove their result, and grow the ones you keep. The cheapest growth there is.



THE LEAKY BUCKET

What the leak costs, and what comes back
A composite view for a representative mid-market firm. Directional, not a measured result.

The leak is easy to underprice because it never shows up as a line on the statement. It shows up as a growth number that has to work harder every year.

If a business retains less than it could, it has to win that much more new revenue just to stand still, at five to 25 times the cost of the revenue it lost.

Compound that across a few years and the gap between a firm that plugs the leak and one that does not is not a rounding error. It is the difference

between growth that compounds and growth that treadmills.

Worked example. Take a mid-market firm doing $250M in revenue that loses a few points of its customer base each year and replaces it with

expensive new business. Bain's research says lifting retention by five points can raise profit by a quarter to nearly double, because the kept revenue

carries the margin the re-bought revenue burns. An AI-native rebuild puts a continuous retention machine underneath the book, catches the at-risk

accounts in time, proves value before renewal, and adds a recurring layer where it fits. The figures are composite and directional; a tailored estimate

uses your real churn, margin, and account base.

You are already paying to win customers. Stop paying to lose them.

Want the leak sized for your business?
From a few inputs, your rough churn rate, average customer value, and margin, we build a directional estimate of what the leak is costing you and

what a continuous retention machine takes back. Built from your numbers, yours to keep either way. Reply and we will send it. 

Part of AI for Executives, a briefing series from XSparks for leaders making AI pay off. Ask us for The 2026 AI Strategy, the full ebook this brief is drawn from.

Most of the leak is recoverable, and it is the cheapest growth in the business.



ABOUT THE FIRM

About XSparks
XSparks is a Global AI Transformation Firm built for mid-market enterprises that need AI to work in production. We take responsibility for

outcomes, not just delivery. We fix the data, redesign the workflow, build the agents, and run them in production, composing your platforms,

the wider AI ecosystem, and our own technology and methodology into one working system: the AI Operating Model (AIOM). The result is

AI that delivers measured outcomes, in your operations, in your industry.

How we are different

01 Accountable for outcomes, not just delivery. We report the value every quarter and sign it as the operator. No AI theater, and no outcomes left

anecdotal.

02 We stay through Operate. Most firms stop at the pilot. The return is produced after go-live, so we run the system with you, with humans in and

on the loop, quarter after quarter.

03 One operating model, not point tools. We rebuild how the work runs so AI runs it, and instrument the value across six components: cost

reduction, revenue growth, time savings, capacity gain, quality improvement, and risk reduction.

METHODOLOGY

Think. Build. Operate.

FIRST WORKING SYSTEM

4 to 6 weeks

ENGAGEMENT MODEL

Outcome-accountable

Start an Operations Briefing: a 60-minute conversation. We listen to where the operational pressure is, share what we have seen in similar operations, and decide together whether there is a fit.

CM
Cosmo Mariano
Chief Client Outcomes Officer, XSparks

cosmo@xsparks.ai · xsparks.ai

Think. Build. Operate.   Accountable from Idea to Outcome.

Pittsburgh · New Delhi · Chandigarh · London · Dubai · Australia · Toronto

© 2026 XSparks. All rights reserved.   Sources: Harvard Business Review (Gallo, 2014); Reichheld & Sasser, Bain & Company / HBR (1990, 2014); Marketing Metrics, Wharton School

Publishing. Composite figures are illustrative and directional.
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