COSMO MARIANO - YOUR Al VALUE COACH - ROLE GUIDE

The CRO Guide to Al Value

You are paying premium prices for growth on the win side while revenue leaks out
the keep side. Here is the revenue version of the answer: your jobs, your leak, and
the retention machine that used to take a department.

2026 Edition - A role guide from The 2026 Al Strategy, the ebook

ooooooooooooooooooooooooooooo

This guide assumes the flagship ebook, The 2026 Al Strategy (ask; it is free). The ebook carries the full

argument. This cut carries what a CRO owns, and repeats only what it must.

WHY THE CRO GETS THIS CUT

Because revenue leadership is measured on the expensive side of a lopsided market. Acquiring a new
customer costs five to 25 times more than keeping one (Harvard Business Review, 2014). A pitch to a
new prospect lands 5 to 20% of the time, against 60 to 70% for a customer who already trusts you
(Marketing Metrics, Wharton). And lifting retention by just five percentage points raises profit by 25 to
95% (Reichheld, Bain & Company). Every quota plan you have ever carried leaned on the 5-t0-20% side
of those numbers, while the 60-t0-70% side sat largely unworked, because working it took a customer-

success department the business could not justify.

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

The revenue read compresses to one sentence: your growth engine buys revenue at retail on the
win side and loses it at wholesale on the keep side, and the keep side just became affordable to

fix.



The precedent. Blockbuster held the biggest customer base in its category and monetized the
transaction, including the late fees its own customers hated: growth run on the expensive side,
funded by punishing the relationship. Netflix engineered the relationship itself into the product: a
subscription, no late fees, a system that learned what each customer wanted next. The company
with the retention machine did not just keep its customers. It took the other one's, and then the
category.

YOUR JOBS, STATED PROPERLY

Outcome lists are candidates from field observation; your ranking is the exercise.

WHERE IT CONNECTS
TO THE FLAGSHIP

THE JOB THE OUTCOMES THAT MEASURE IT

Win a new customer at a price Maximize win rate against faster rivals; minimize time  The Software Tax +

that reflects the value from inquiry to quote; minimize the cost to win a Moat Inversion
customer

Serve the customer over the Minimize the likelihood a won customer stops buying The Leaky Bucket

life of the account within a period; maximize revenue grown from

existing customers

Prove the customer's result Maximize the share of renewals entered with value The Leaky Bucket (the
before the renewal already evidenced; minimize the time to assemble a beta move)
conversation customer's proof

Grow the account after the Maximize the share of revenue that recurs; maximize The Leaky Bucket +
initial sale expansion revenue per account Moat Inversion

How your peers rank these. The surveys give you a prior, and it may surprise you: expansion leads.
73% of chief sales officers prioritize growth from existing customers, and 57% put account retention and
growth in their top three (Gartner, 2025). Net revenue retention is the #1 metric revenue and customer-
success leaders track (ChurnZero, 2025). Gartner even names the mechanism that breaks it: the
"customer value gap," promised value never converted into evidence the customer can see, which is
precisely the job the proactive-ROI play does. New-logo winning ranks below expansion in your peers'
priorities, but it carries the sharpest pain data: by one large benchmark of CRM opportunity data, win

rates fell to roughly one in five and 78% of sellers missed quota in 2025 (Ebsta / Pavilion, 2025).



Acquisition got expensive. That is why retention won the ranking. Your ranking against your own book is
still the exercise.

YOUR PRESSURE POINTS, IN ORDER

First: the Leaky Bucket, because it is your margin story

The flagship carries the full chapter. The revenue cut: in most mid-market businesses, retention is an
outcome nobody owns. Sales owns the win, delivery owns the project, finance owns the invoice, and the
relationship thins quietly until the renewal call surprises everyone. The enterprise answer (a customer-
success function, churn models, proactive value proof) took headcount you could not justify. That barrier
is what collapsed.

Second: the speed of your Capture engine, because the market re-priced it

Al-native companies reach scale in about half the time with about half the staff (AWS Global Startup
Trends, 2026), and the version of that fact that lands on your desk is quote speed and follow-up speed.
When a challenger answers an inquiry in two hours with a priced, accurate quote, your five days stops
reading as thoroughness and starts reading as friction. Win rate against faster rivals is the leading
indicator to watch; it moves before revenue does.

YOUR PLAYS FROM THE MENU

PLAY WHAT IT IS WHAT IT RETURNS
1. The instant, Quote-from-photo or natural-language configuration Time-to-quote collapses; win rate
accurate quote in bounded workflows, your pricing rules encoded, a against faster rivals recovers

person approving before it ships

2. Churn-risk An agent watching usage, order patterns, and At-risk accounts caught while there is
early warning support signals, handing your team a prioritized, still time to act

evidenced save list

3. The Each customer's result, assembled and put in front Renewals entered with the value
proactive-ROI of them before they ask already proven; expansion

engine conversations that open themselves



PLAY WHAT IT IS WHAT IT RETURNS

4. The recurring One of your expert services, automated into a A sticky, recurring revenue line, and a

layer product the customer uses directly moat move at the same time

One discipline governs plays 2 and 3, and we insist on it: prediction alone moves nothing. A churn

score nobody actions is a dashboard, not a play. The lift arrives when the Al hands a prioritized,

evidenced list to a named person whose job is to act on it, on a rhythm. Build the rhythm with the model

or do not build the model.

THE WORKFLOWS AND THE AGENTS

The plays above are the strategy. Here is where they land in the revenue engine: the specific workflows,

and the agent that runs each. Rows marked emerging are real but early; everything else is proven in

production across the category as of this writing.

WORKFLOW

THE AGENT OR COPILOT

WHAT YOUR TEAM DOES
INSTEAD

THE
OUTCOME IT
MOVES

Inquiry to quote

Proposal and RFP

response

Every call,
recorded and

coached

Rep training and

certification

A guote agent turning a photo or description
into a validated, priced quote; a rep

approves before it ships

A proposal agent drafting from your CRM,
pricing rules, templates, and past winning
responses; RFP questionnaires answered

from your approved library

A conversation-intelligence agent
transcribing and scoring every call against
your methodology, surfacing deal risks and

coaching moments

An Al role-play simulator: reps practice the
cold open, the objection, the negotiation
against an Al buyer, scored and certified

before they burn real prospects

Reps sell while the
challenger is still opening

the email

Reps tailor and close,
instead of formatting; no-
bid decisions get made on

time freed, not time spent

Managers coach from
evidence, not ride-alongs;
deal reviews start from

what was actually said

Managers certify readiness
instead of discovering its

absence in the field

Time to quote;

win rate

Cycle length;
RFPs
answered per

quarter

Win rate; ramp
speed; forecast

honesty

Ramp time;
message

consistency



WHAT YOUR TEAM DOES

THE

WORKFLOW THE AGENT OR COPILOT OUTCOME IT
INSTEAD
MOVES
Outbound A research agent building account briefs, Reps spend their Meetings

research and

personalization

Account

prioritization

Meeting prep and
follow-up

Account health

monitoring

Renewal

preparation

Expansion

spotting

Pipeline

forecasting

CRM hygiene and
activity capture

spotting trigger signals (job changes,
funding, tech installs), and drafting
personalized outreach. A person reviews
and sends: fully autonomous outbound is
the one category in this table the evidence

votes against

An intent agent ranking accounts by live

buying signals so effort follows readiness

A prep agent assembling the pre-call brief
from CRM, email, and news; after the call it
drafts the follow-up, updates the record, and

creates the tasks

The churn-risk agent watching usage,
orders, and support signals, producing the

prioritized save list

The proactive-ROI agent assembling each
customer's measured result before the

conversation

An expansion-intelligence agent flagging
whitespace and buying signals inside

existing accounts

A forecasting agent scoring deal health from
activity data and producing the weighted
call (only as good as your CRM hygiene,

which is why the next row matters)

A capture agent logging calls, updating

records, and keeping the pipeline honest

prospecting hour on
conversations, not

research tabs

The team works the
accounts that are in market

this quarter

Reps walk in ready and
walk out done. Often the
best first agent in the

revenue stack

Account managers run
save plays with evidence in
hand

Your team walks in with

proof, not a pitch

Account managers open
the right conversations

earlier

Forecast reviews argue
about deals, not

spreadsheet math

The selling-time number
finally moves; reps sold
only ~30% of their time by
the last major benchmark
(Salesforce, 2024)

booked per rep
hour

Win rate; cost
to win a

customer

Selling time

perrep

Churn caught
while it is still a

save

Renewal rate;
expansion

openings

Expansion
revenue per

account

Forecast

accuracy

Selling time
per rep;

forecast quality



Every row runs the series pattern: bounded, instrumented workflows, agents on the defined operating
work, humans governing the seams. In revenue the seams are price, promise, and relationship: nothing
with a discount, a commitment date, or a sensitive account conversation ships without a named person's

approval.

YOUR SCOREBOARD

LEADING INDICATOR
(MONTHLY)

TODAY'S

THE LAGGING METRIC IT PROTECTS (QUARTERLY)
VALUE

Time from inquiry to quote

Win rate against faster rivals

At-risk accounts flagged and

Win rate; new revenue

New revenue and pricing power

Revenue kept (retention)

actioned

Share of renewals entered with Renewal rate; expansion revenue

evidence in hand

Selling time per rep Quota attainment; the capacity hiding in the team you already

pay (the last major benchmark put it at ~30%)

Share of revenue that recurs Lifetime value; the value of the business

THE OFFENSE HIDING IN THE DEFENSE

The retention machine reads as defense. Run it for two quarters and you will find the offense inside it.
The proactive-ROI engine that defends renewals is also the expansion engine: the same evidence that
proves last quarter's value surfaces next quarter's opportunity. The encoded quoting rules that defend
your win rate are also the interface play from the flagship's Moat Inversion chapter: whoever turns expert
judgment into the customer-facing layer first owns the first conversation in the customer's day. And the
recurring layer that stops the leak is a new line on the income statement that did not exist before. In our
experience the CROs who move first stop describing this as churn reduction within a year. They describe
it as the growth engine, running on the cheap side for the first time.



Stop the leak. Then compound.

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

WHERE TO START

The retention read, built from your humbers.

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. For the
full argument, ask for The 2026 Al Strategy, the full ebook.

Cosmo Mariano xsparks.ai

Your Al Value Coach - Chief Client Outcomes Officer, XSparks - cosmo@xsparks.ai . 70" ron 1oea 1o ovteoms

Cosmo Mariano, Your Al Value Coach - The CRO Guide to Al Value - 2026 Edition
A role guide from The 2026 Al Strategy, the ebook. Frameworks: Mariano IP - Delivered by XSparks, Global Al Transformation
Firm - No Al Theater. Accountable from Idea to Outcome.

Sources cited inline: Harvard Business Review (Gallo, 2014); Reichheld & Sasser, Bain & Company / HBR; Marketing Metrics,
Wharton School Publishing; AWS Global Startup Trends (2026); Gartner CSO Survey (2025); ChurnZero Customer Success
Leadership Study (2025); Ebsta / Pavilion GTM Benchmarks (2025). Composite figures are illustrative and directional. © 2026
Cosmo Mariano.
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