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The Lifecycle Map

Stop Running Your Marketing Blind. See the Whole Picture.

The framework that connects every stage of your customer journey into one clear, measurable system so
you can find the gaps, fix what is broken, and scale what is working without guessing your way through it. leapyn.com



Here is what most businesses get wrong about growth. They treat
marketing, sales, and customer success like three separate businesses
that happen to share a logo. Different teams. Different tools. Different
meetings. Different definitions of what success even looks like. And then
everyone sits in a quarterly review wondering why the numbers do not
add up and why growth feels so hard even though every individual team
swears they are doing good work.

The problem is not that people are not working hard. The problem is that
nobody can see the full picture. Marketing is generating leads that sales
does not know how to handle. Sales is closing deals and then tossing
them over the wall to a delivery team that has zero context. Customers
are churning because onboarding was an afterthought. And nobody can
point to exactly where the revenue is leaking because nobody has ever
mapped the whole thing out end to end.

A lifecycle map fixes that. It takes every stage of your customer journey
and lays it out in one single view so you can see how a stranger becomes
alead, how that lead becomes a customer, and how that customer
becomes the person who sends you their best referral. Every touchpoint.
Every handoff. Every metric. One map. One shared reality for the entire
company.

This guide will walk you through exactly what a lifecycle map is, why your
business needed one yesterday, how to think about each stage in depth,
what to actually measure and what to ignore, and how to run a workshop
that gets your entire team aligned around the same picture. By the end,
you will have everything you need to build yours from scratch.
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What Is a Lifecycle Map

(And What It Is Not)

Let me paint you a picture. Your marketing team is running
campaigns. Your sales team is closing deals. Your customer
success team is putting out fires. Your ops team is trying to keep
the trains running. And nobody has any idea how those four things
connect to each other.

Marketing says they are generating plenty of leads. Sales says the
leads are garbage. Customer success says clients are showing up
confused because sales overpromised. And leadership is staring at
a revenue number that should be higher than it is without any clear
explanation for why it is not.

Sound familiar? That is the reality for most businesses. Every
function is operating in its own world with its own tools, its own
metrics, its own meetings, and its own version of what "success"
looks like. The result is predictable. Leads fall through cracks.
Customers get a disjointed experience that feels like they are
dealing with three different companies. And you are left guessing
at what is actually driving revenue and what is silently killing it.

A lifecycle map is the fix. It is a visual framework that lays out the
complete journey someone takes with your business from the very
first time they encounter your name all the way through becoming
a loyal customer who refers you to everyone they know without
being asked. Every touchpoint, every handoff, every
communication, every metric, all in one view.

Think of it as the master blueprint for your entire revenue engine. It
connects every campaign, every sales touchpoint, every
onboarding step, every retention play, and every referral
mechanism into one picture that your whole team can look at
together and finally say "okay, now | see how my work connects to
the bigger picture and where the problems actually are."
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Most businesses already have pieces of this scattered across
different documents and tools. A sales funnel somewhere in a slide
deck. A content strategy in a Google Doc. An onboarding checklist
buried in a project management tool nobody checks anymore.
Maybe a customer journey map that someone created two years
ago that has not been updated since. The lifecycle map pulls all of
those fragments together and connects them into one living
system.

What a Lifecycle Map Is Not

04

What Is a Lifecycle Map
(And What It Is Not)

A lifecycle map is the fix. It is a visual framework that lays out the
complete journey someone takes with your business from the very
first time they encounter your name all the way through becoming
a loyal customer who refers you to everyone they know without
being asked. Every touchpoint, every handoff, every
communication, every metric, all in one view.

e Itis not a sales funnel. A funnel only covers acquisition. The
lifecycle map covers the entire relationship from first impression to
advocacy.

e Itis not a customer journey map focused on emotions and
feelings. This is an operational tool focused on what actually
happens at each stage, who owns it, and whether it is working.

e [tis not a static document you build once and forget. It is a living
framework that evolves with your business and gets referenced
every single week.

e [tis not a theoretical exercise. If your team is not using it to make
real decisions about where to focus time and money;, it is not
doing its job.
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What Is a Lifecycle Map
(And What It Is Not)

What It Actually Looks Like in Practice

A completed lifecycle map is usually a large visual document,
whether that is a whiteboard, a Miro board, a Notion page, or even
a well structured spreadsheet. Down the top or across the left side
you have your seven stages. Under each stage you have
documented every campaign, every process, every touchpoint,
every piece of content, every automation, and every handoff that
exists in your business today.

Each element is tagged with who owns it, what its purpose is, and
what the intended next step is for the person moving through it.
You can trace the path a specific type of customer takes and see
exactly what they experience at every stage. You can see where
the handoffs happen between teams. You can see which stages
have robust processes and which ones are held together with duct
tape and hope.

Color coding by team function lets you visually see whether
marketing is doing all the heavy lifting while sales coasts, or
whether customer success is buried while nobody is feeding the
top of the funnel. You can spot in seconds whether you have an
awareness problem, a conversion problem, a retention problem, or
all three.

The metrics layer sits on top. Every stage has two or three key
numbers that tell you whether it is healthy. And the conversion
rates between stages become your early warning system. If your
engagement to consideration conversion rate suddenly drops, you
know exactly where to look before the revenue impact shows up in
next quarter's numbers.

In weekly team meetings, you reference the map. "Where are we
strongest right now? Where are we weakest? What did we ship this
week that moves a specific stage forward?" It gives every
conversation a shared anchor point so people stop talking past
each other.



0 1 What Is a Lifecycle Map
(And What It Is Not)

What It Actually Looks Like in Practice

When a new team member joins, you walk them through the map in an hour and they understand how the entire business grows. When
you bring on a new agency partner, you hand them the map and they can see exactly where they fit and what success looks like in the
context of the whole journey. When leadership asks "where should we invest next?" you point to the stage with the weakest conversion
rate and make the case with data instead of opinions.

That is what a lifecycle map does. It turns fragmented operations into a connected growth system that everyone can see, measure, and
improve together.
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Why Your Business Needs One Yesterday

| am going to be direct with you. If you are making marketing and sales decisions right
now without a lifecycle map, you are navigating blind. You might have dashboards. You
might have spreadsheets. You might have a dozen different tools showing you a dozen
different numbers. But you are seeing data points in isolation without understanding
how they connect to the bigger picture. That is like trying to understand a movie by
watching random scenes out of order. You might pick up on some plot points, but you
are missing the story.

The businesses that grow consistently, the ones that seem to make smart decisions
over and over, they almost always have some version of this. They can see the full
journey. They know where the bottlenecks are. They know which levers to pull and
which fires to ignore. And that clarity is not luck. It is the result of having mapped out
how everything connects and reviewing it regularly.

Here is what changes when you actually build one.
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You Finally See the Full Picture

Every campaign you run, every email you send, every sales call
your team makes, every follow up after onboarding, every referral
ask. All of it becomes visible in one place. You can trace the exact
path someone takes from "who are you" to "take my money" to
"let me introduce you to my network." When you can see that path
clearly, decisions about where to invest your time and money stop
being based on gut feelings and start being based on how the
system actually works.

This alone is worth the effort. Most founders and marketing leaders
| talk to have never actually seen their complete revenue system
laid out end to end. They know their piece of it really well, but they
are guessing at how the other pieces connect. The lifecycle map
eliminates that guessing.

Why Your Business Needs One Yesterday

The Gaps Become Painfully Obvious

This is where it gets uncomfortable in the best way possible. When
you lay everything out visually, you will see holes you did not know
existed. Maybe your top of funnel is generating plenty of traffic but
you have no mechanism to capture that interest and move it
forward. Maybe your sales team is doing great work but
onboarding is so clunky that customers regret signing the contract
within the first week. Maybe you are spending a fortune on
acquisition but have zero processes for retention, which means you
are filling a bucket with a hole in the bottom.

You cannot fix problems you cannot see. And the lifecycle map
makes them impossible to miss. Every blank space on the map is a
gap. Every stage with thin documentation is an opportunity. Every
missing handoff is a place where customers and revenue are
leaking out of your system.
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RevOps Stops Being a Buzzword

Every campaign you run, every email you send, every sales call
your team makes, every follow up after onboarding, every referral
ask. All of it becomes visible in one place. You can trace the exact
path someone takes from "who are you" to "take my money" to
"let me introduce you to my network." When you can see that path
clearly, decisions about where to invest your time and money stop
being based on gut feelings and start being based on how the
system actually works.

This alone is worth the effort. Most founders and marketing leaders
| talk to have never actually seen their complete revenue system
laid out end to end. They know their piece of it really well, but they
are guessing at how the other pieces connect. The lifecycle map
eliminates that guessing.

Why Your Business Needs One Yesterday

The Gaps Become Painfully Obvious

This is where it gets uncomfortable in the best way possible. When
you lay everything out visually, you will see holes you did not know
existed. Maybe your top of funnel is generating plenty of traffic but
you have no mechanism to capture that interest and move it
forward. Maybe your sales team is doing great work but
onboarding is so clunky that customers regret signing the contract
within the first week. Maybe you are spending a fortune on
acquisition but have zero processes for retention, which means you
are filling a bucket with a hole in the bottom.

You cannot fix problems you cannot see. And the lifecycle map
makes them impossible to miss. Every blank space on the map is a
gap. Every stage with thin documentation is an opportunity. Every
missing handoff is a place where customers and revenue are
leaking out of your system.
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Your Campaigns Start Working Together

This is one of the most overlooked benefits. Without a lifecycle
map, most businesses launch campaigns in isolation. The blog
team publishes content. The ads team runs campaigns. The email
team sends nurture sequences. And nobody is looking at whether
all of those efforts create a coherent experience for the human on
the other end.

With the map, you assign every single campaign to a specific stage
of the journey. You know exactly what each campaign is supposed
to accomplish, who it is speaking to, what stage they are in, and
where that person goes next after they engage. No more orphaned
blog posts sitting on your site doing nothing. No more ads that
drive clicks but lead to pages with no next step. Everything has a
purpose, a place in the journey, and a measurable outcome.

Why Your Business Needs One Yesterday

You Measure What Actually Matters

One of the fastest ways to kill your growth is drowning in data
without direction. When you have forty metrics across twelve tools
and no framework for which ones actually matter, you end up
chasing vanity numbers that look good in reports but do not move
the business forward.

The lifecycle map gives you a structure for measurement. Every
stage gets two or three key metrics. And the conversion rates
between stages become your north star. Those transition metrics
will tell you more about the health of your business than any
individual dashboard ever could. They show you exactly where the
bottleneck is and exactly where to focus your energy for maximum
impact.
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Scaling Stops Feeling Impossible

Growth creates chaos if you do not have systems. Every new team
member, every new agency partner, every new executive who joins has
to spend weeks or months trying to piece together how things work
from random Slack conversations and outdated docs. The lifecycle map
changes that. You hand someone the map, walk them through itin an
hour, and they understand the full picture on day one. That kind of
clarity accelerates everything they do and dramatically reduces the
ramp up time that slows most growing companies down.

You Stop Wasting Money

When you can see the full picture, you stop spending money on things
that do not connect to anything. That conference sponsorship that
generates awareness but has no follow up path. That content series
that gets traffic but has no lead capture. That expensive tool that
nobody uses because it does not integrate with anything else. The
lifecycle map forces you to justify every investment in the context of the
whole system, and the things that do not fit become obvious
candidates for cutting.

Why Your Business Needs One Yesterday
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The Real Cost of Not Having One

| want to put this in concrete terms because | think most people
underestimate how much operating without a lifecycle map is
actually costing them.

Think about the leads that came in last quarter that nobody
followed up with because marketing generated them and sales did
not know they existed. Think about the customers who churned
because onboarding was inconsistent and they never felt confident
in their decision. Think about the referrals you did not get because
you have no process for asking happy customers to spread the
word.

Think about the campaigns you ran that did not connect to any
next step, so the money was spent generating attention that
evaporated immediately. Think about the sales reps who are each
running their own process because there is no documented
standard, which means conversion rates vary wildly depending on
who picks up the phone.

Why Your Business Needs One Yesterday

Now think about the time your team spends in meetings debating
what to focus on next without any shared framework for making
that decision. Every one of those debates that ends with "let us just
try this and see what happens" is a symptom of not having a
lifecycle map. You are making bets without seeing the full board.

The cost is not just in wasted budget, though that is real. It is in lost
momentum. Every week you operate without this clarity is a week
where problems compound, gaps widen, and competitors who do
have their act together pull further ahead.

And here is the thing that really gets me. The fix is not complicated.
It is not expensive. It does not require new technology or a massive
consulting engagement. It requires getting the right people in a
room for half a day, being honest about how things currently work,
and building the map together. That is it. The ROI on that half day
investment is some of the highest you will ever see in your business
because it changes the quality of every decision you make from
that point forward.
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A Quick Gut Check

If you can answer yes to three or more of these, you
need a lifecycle map yesterday. Are different teams
using different definitions of what a "lead" or
"customer" means? Do you struggle to explain how
marketing efforts connect to revenue? Are customers
getting a different experience depending on which rep
or team member handles their account? Is your team
debating what to focus on without a clear framework for
deciding? Have you hired agencies or consultants who
spent months trying to understand how your business
works before they could actually help? Do you have
campaigns running that you cannot connect to a
measurable outcome?

Why Your Business Needs One Yesterday
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The Seven Stages

Every business is different but the journey your customers take follows a surprisingly consistent pattern. Whether you are selling
enterprise software, marketing services, HVAC installations, or legal representation, people move through these same stages. The
channels change. The timelines change. The specific touchpoints change. But the fundamental human experience of discovering,
evaluating, buying, experiencing, and recommending follows the same arc every single time.

What makes the lifecycle map powerful is that it gives you a shared vocabulary for talking about this journey with your team. Once
everyone agrees on what each stage means and what happens there, conversations about strategy become dramatically more productive
because you are all referencing the same framework.

Here is the overview. We will dig into each stage in detail on the following pages.

AWARENESS ENGAGEMENT CONSIDERATION CONVERSION ONBOARDING RETENTION ADVOCACY

Thev find out vou They are paying They are evaluating They said yes. Their first real Keeping them They are sending
. i y. attention. you. Comparing Money changed experience with you. happy, delivering you business
exist. The very first . . . . . - .
imoression Consuming your options. Deciding if hands. Now the real This sets the tone results, and growing willingly without you
p ' content. Leaning in. you are worth it. relationship starts. for everything. the relationship. begging for it.
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STAGE 01
Awareness

The Seven Stages

This is square one. Before someone can buy from you, they have to know you are alive. And not just that you exist in some vague way, but
that you solve a specific problem they actually have and care about solving. This stage is about making that very first connection and

making it in a way that earns enough interest to move them forward.

What is happening here

Paid ads putting you in front of new eyeballs on platforms where
your audience already spends time. Organic search pulling people
in when they are Googling their problems at two in the morning
trying to figure out a solution. Social media catching attention
during a mindless scroll session. PR placements, podcast
appearances, speaking gigs, trade shows, industry events, referral
partner mentions, and word of mouth from existing customers.
Every single touchpoint where somebody encounters your brand
for the first time lives in this stage.

The key thing to understand about awareness is that it is not about
reach for the sake of reach. Impressions mean nothing if the wrong
people are seeing your message. What matters is whether the right
audience is encountering you with a message that is relevant
enough to make them pause and think "wait, that sounds like my
problem."
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What to document on your map

Every channel you are currently active in and the specific
campaigns or efforts running in each one. The messaging and
positioning you are using at this stage. What the intended next
step is for someone who encounters you, because if there is no
clear path forward from awareness to engagement, you are
spending money on attention that evaporates immediately. Also
document what you are NOT doing that you could be, because the
awareness channels you have not explored yet might be the ones
where your best customers are hanging out.

The Seven Stages

Where things usually break

Awareness efforts with no call to action and no way to capture
interest. Running a brand awareness campaign that generates
impressions but gives people nowhere to go and no reason to take
a next step. Messaging that talks about how great you are instead
of addressing what the audience actually cares about. Running the
same campaigns on every platform without adapting the message
to where people are in their mindset on each one. And perhaps the
most common mistake of all, investing heavily in awareness
without any infrastructure to handle the interest it generates.
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Questions to ask during your workshop

How is someone most likely to encounter us for the first time? What message are they receiving when they do? Is that message about us
or about them? What happens after that first impression? Is there a clear, intentional next step or do we just hope they remember us?
Which awareness channels are working and which are we running on autopilot because we have always done them? Are we spending

money generating attention that has no path forward?

The Awareness Trap

A lot of businesses overinvest in awareness because it
feels productive. Running ads, posting on social, going
to events. But if none of those efforts connect to a
mechanism that captures interest and moves people to
the next stage, you are just running on a treadmill.
Awareness without a path forward is expensive noise.
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STAGE 02
Engagement

The Seven Stages

They noticed you. Good. Now they are sticking around. They are reading your blog, following your accounts, downloading your guides,
opening your emails, watching your videos. This is the stage where casual awareness transforms into genuine interest and where trust
begins to form. The goal here is to turn an anonymous visitor into a known contact who has given you some signal that they are interested

in what you do.

What is happening here

Content marketing doing the heavy lifting of demonstrating your
expertise without asking for anything in return. Lead magnets and

gated content converting anonymous visitors into known contacts.

Email signups, newsletter subscriptions, webinar registrations.
Social media engagement that goes beyond a passing like, the
comments, the shares, the DMs. Resource downloads, blog
readership, video completion rates. Anything that turns a stranger
into a name in your CRM with some measurable level of interest
attached.

The engagement stage is where you earn the right to keep the
conversation going. If your awareness efforts got them to notice
you, your engagement efforts prove that you are worth their time
and attention. This is relationship building and it cannot be rushed
or faked.
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What to document on your map

Every lead capture mechanism you currently have running, on your
website, on social, on landing pages, everywhere. Every piece of
content designed to build trust, authority, and credibility. Your
nurture sequences and what triggers them. How contacts are
getting tagged and segmented once they enter your system. The
journey from "just downloaded something" to "consistently
engaging with our stuff." And the handoff criteria for when
someone moves from being an engaged contact to being
someone sales should talk to.

The Seven Stages

Where things usually break

High traffic pages with absolutely no lead capture. Your blog gets
thousands of visits a month and there is nowhere for someone to
give you their email. Someone downloads a guide and then hears
nothing from you for three weeks because there is no automated
follow up. Content that teaches and informs but has no connection
to any logical next step in the journey. Segments so broad they
might as well not exist, so everyone gets the same generic emails
regardless of what they are interested in. And nurture sequences
that were set up two years ago and have not been reviewed or
updated since, which means they reference outdated offers or link
to pages that no longer exist.
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Questions to ask during your workshop

What happens after someone engages with our content for the
first time? Is there an immediate follow up or do we let them
disappear? How many lead capture mechanisms do we have
across our digital presence? What percentage of our web traffic is
converting into known contacts? How are we segmenting and
nurturing people based on their interests? What is the journey
from first engagement to sales readiness? How long does that
typically take and what does it look like?

The Engagement Mistake Nobody Talks About

Most businesses treat engagement as a volume game. More downloads, more subscribers, more followers. But engagement
without qualification is just a bigger list that is harder to manage. The real goal of this stage is not to collect as many contacts as

possible. It is to identify which contacts are actually worth pursuing and to build enough trust with them that when they are
ready to buy, you are the obvious choice.
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STAGE 03
Consideration

Now they are serious. They have a problem they need solved, they believe you might be the one to solve it, and they are actively
evaluating whether that belief is justified. They are comparing you to competitors. They are reading your case studies with a critical eye.
They are looking for proof that you can actually deliver on the promises your marketing has been making. This is the stage where trust
either solidifies or collapses.

What is happening here

Demo requests and discovery calls. Pricing conversations and This stage is also where the handoff from marketing to sales
proposal reviews. Deep dives into your case studies and typically happens, and it is one of the most commonly broken
testimonials, not just skimming them but actually checking whether transitions in the entire lifecycle. If marketing has been telling one
the results are relevant to their situation. They are reading your story and sales tells a different one, the trust you spent weeks
reviews on third party sites. They are asking around in their building in the engagement stage evaporates instantly.

network about you. They are looking at your competitors and trying
to figure out why they should choose you. Your sales team is
qualifying, presenting, handling objections, and following up.
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What to document on your map

Your entire sales process from the moment someone raises their
hand to the moment they sign. Every piece of content that
supports the buying decision, case studies, testimonials,
comparison pages, pricing information, FAQ content, objection
handling materials. Your follow up cadences and timing. How leads
get qualified and scored. The criteria for when a marketing lead
becomes a sales opportunity. And most critically, how context and
information transfer between marketing and sales so nothing gets
lost in the handoff.

The Seven Stages

Where things usually break

No case studies for the specific industries you are trying to sell into,
SO prospects cannot see themselves in your success stories. No
documented sales process, which means every rep runs their own
version and conversion rates vary wildly. Inconsistent follow up
where some leads get five touches and others get completely
ghosted because there is no system. Marketing telling a bold,
differentiated story on the website while sales falls back on generic
talking points during calls. And proposals that take so long to get
out the door that the prospect loses momentum and goes with
whoever moved faster.
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Questions to ask during your workshop

What does our sales process actually look like step by step right
now? Is it documented or does every rep do it their own way?
What content do we have that supports the buying decision?
What content are we missing? How do leads get handed from
marketing to sales? What information transfers and what gets
lost? How long does it take from first sales conversation to signed
proposal? Is that fast enough? What are the most common
objections we hear and do we have a consistent way of
addressing them?

The Consideration Killer

Speed matters more than most businesses realize at this stage. When someone is actively evaluating you, they are also
evaluating your competitors. The company that responds fastest, follows up most consistently, and removes friction from the

buying process wins more often than the one with the best pitch deck. If your proposal takes two weeks to get out the door,
you have lost the deal before you sent it.
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STAGE 04
Conversion

The Seven Stages

They said yes. The contract is sighed, the payment processed, the deal is closed. Your team is celebrating. But here is what most
companies get dangerously wrong about this moment. They treat it like the finish line when it is actually the starting line. The relationship
is just beginning and what happens in the next 48 to 72 hours will set the emotional tone for the entire partnership that follows.

What is happening here

Contract execution and payment processing. Internal notifications
to every team that needs to know a new customer just signed.
Welcome communications that make the customer feel confident
they made the right choice. The critical transition from sales mode,
where someone was being courted and persuaded, to delivery
mode, where someone is being served and supported. Expectation
setting for what happens next, what the timeline looks like, who
they will be working with, and what they need to do on their end.

This stage is deceptively short but incredibly high stakes. The
customer just made a financial commitment to you based on
everything they heard during the sales process. If the first thing
they experience after that commitment is silence, confusion, or a
bunch of disorganized internal scrambling, buyer's remorse kicks in
hard and you start the relationship in a hole you may never climb
out of.
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What to document on your map Where things usually break

What happens the literal moment someone signs. Who gets Radio silence after the contract is signed. The customer just gave
notified internally and how. What the customer receives from you you money and then hears nothing for three to five days while your
within the first hour, the first day, and the first week. How the internal team figures out who is doing what. The delivery team not
handoff from sales to the delivery or success team works and getting looped in promptly, or worse, getting looped in without any
what information transfers. What commitments the sales team context about what was discussed during the sales process.

made that the delivery team needs to know about. The gap Expectations set during sales that do not match what the delivery
between "deal closed" and "work started" and how you bridge it experience actually looks like. Nobody sending a welcome

so the customer never feels forgotten. message or confirming what happens next. That exciting energy

from closing the deal just fading into a confusing, awkward void.
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03 The Seven Stages

Questions to ask during your workshop

Walk me through what actually happens in the 48 hours after a
deal closes. Not what should happen, what actually happens right
now. How does the delivery team learn about a new customer?
How quickly? With what context? Does the customer know what
to expect and when to expect it? Is there a welcome sequence or
communication that bridges the gap between signed and started?
What promises does sales make that the rest of the team needs to
be aware of?

The 48 Hour Window

The first 48 hours after someone becomes a customer are the highest leverage hours in the entire relationship. This is when
their excitement is at its peak and their confidence in their decision is most fragile. What you do in this window either cements

their belief that they made the right choice or plants the first seeds of doubt. Every business should obsess over making this
transition flawless.
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STAGE 05

Onboarding

The Seven Stages

This stage makes or breaks the entire customer relationship and | genuinely cannot overstate that. A customer who has a smooth, clear,
confidence building onboarding experience will be more patient when things go wrong later, more open to upsells, more likely to renew,
and more willing to refer you. A customer who feels confused, overwhelmed, or forgotten in the first two weeks will carry that resentment
for the life of the account no matter how good your work eventually becomes.

What is happening here

Kickoff meetings where real expectations get set and the customer
feels heard. Account setup, access provisioning, and any technical
configuration that needs to happen before work can begin. Training
sessions if your product or service requires them. Sharing the
resources, templates, guides, and contacts they need to be
successful. Setting clear milestones that give both sides something
concrete to aim for. Delivering early wins that reinforce their
decision. Regular check in calls during the first 30, 60, and 90 days
that catch issues before they become resentments.

The best onboarding experiences share a few things in common.
They are structured enough to be consistent but flexible enough to
feel personal. They front load value so the customer sees early
proof that this is going to work. They set clear expectations about
what the customer needs to do and what your team handles. And
they build in feedback loops early so you can course correct before
small dissatisfactions become big problems.
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What to document on your map Where things usually break

Every step of your onboarding process in the exact order it No standardized onboarding process at all, so every customer gets

happens. Who is responsible for each piece. What the customer is
expected to do at each step versus what your team handles. Key

milestones and what "successfully onboarded" actually looks like
in concrete terms. Your check in cadence and what you cover in

each one. How and when you collect feedback. What happens if a

customer is struggling or falling behind during onboarding. And the

criteria for when someone graduates from onboarding into the
ongoing retention stage.

a wildly different experience depending on who handles their
account and what day of the week they signed. Customers left to
figure things out on their own with a generic welcome email and a
link to a help center. No milestone tracking so nobody knows
whether the customer is actually getting value or just quietly
struggling. No feedback collection during the critical first month.
The team winging it every single time a new customer comes on
board because nobody ever took the time to document and
systematize the process.

Another common failure is onboarding that takes too long. If it
takes weeks before a customer experiences any real value from
what they bought, they are going to start second guessing the
decision regardless of how good the eventual outcome might be.
The best onboarding processes deliver a meaningful quick win
within the first week to reinforce confidence.
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The Seven Stages

Questions to ask during your workshop

What does our onboarding process actually look like right now, step
by step? Is it the same for every customer or does it depend on
who is handling the account? How long before a new customer
experiences real value? What does "successfully onboarded" look
like and how do we know when we have achieved it? Are we
collecting feedback during onboarding or waiting until it is too late?
What percentage of customer issues and complaints can be traced
back to a rocky onboarding experience?

The Onboarding Truth

If you look at why customers actually churn, more often than not the root cause traces back to onboarding. Not to your product.
Not to your pricing. Not to your competition. To the fact that the customer never fully got set up for success in the first place.

Fixing onboarding is often the single highest ROI initiative a business can undertake because it improves retention, increases
expansion revenue, and generates more referrals all at the same time.
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STAGE 06 +07
Retention and Advocacy

The Seven Stages

These two stages are where the real money lives, and | mean that literally. The cost of keeping an existing customer is a fraction of what it
takes to acquire a new one. A customer who stays longer, buys more over time, and actively sends you business through referrals is worth
multiples of their initial deal size. Yet most businesses spend 90 percent of their energy and budget on acquisition while treating retention

and advocacy like afterthoughts. That is leaving enormous money and compounding growth on the table.

What is happening in retention

Regular check ins that go beyond "everything good?" and actually
dig into whether the customer is getting real value. Performance
reviews backed by data that shows measurable impact. Proactive
conversations about evolving needs and how you can help with
them. Upsell and expansion discussions that feel like genuine
recommendations, not sales pitches. Renewal processes that start
well before the deadline so there is no panic scramble. Identifying
at risk customers early through behavioral signals and intervening
before they make the decision to leave.

Retention is not about keeping customers at all costs. It is about
continuously delivering enough value that staying is the obvious
choice. If you are doing great work and communicating that value
clearly, retention takes care of itself. If you are not, no amount of
discounting or contract manipulation will save the relationship long
term.
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What is happening in advocacy

Happy customers telling people about you without being asked,
but also being asked in a way that feels natural and easy. Referral
requests that come at the right time after you have clearly
delivered value, not five minutes after they signed the contract.
Review solicitation that makes it simple for someone to share their
experience. Case study participation from customers who are
genuinely proud of what you built together. Community building
that connects your best customers with each other and deepens
their relationship with your brand.

The Seven Stages

What to document on your map

Your check in cadence and what you actually cover in those
conversations. How you measure customer satisfaction and health,
both quantitatively through scores and metrics and qualitatively
through conversation. Your renewal timeline, who owns it, and
when the process starts. How and when you ask for referrals. What
triggers an upsell conversation versus what would feel premature
or pushy. Your process for identifying at risk accounts and what
you do about it. Your review solicitation process. And your referral
program structure, whether that is formal with incentives or
informal with personal asks.
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Where things usually break

No proactive outreach whatsoever. Waiting until renewal time to
check in and then acting surprised when the customer has already
made up their mind to leave. Having no referral program or process,
just vaguely hoping that happy customers will mention you. No
early warning system for customers who are disengaging, so churn
blindsides you every time. Treating customer success as a reactive
firefighting function rather than a proactive growth engine. And the
big one, never actually asking for referrals because it feels
awkward, even though your happiest customers would be glad to
help if you simply made it easy for them.

/

The Seven Stages

Questions to ask during your workshop

How often are we proactively checking in with existing customers?
What does that conversation include? How do we know when a
customer is at risk of churning before they tell us? Do we have a
formal referral process or are we hoping it happens organically?
How many referrals did we get last quarter? Do we know that
number? When do we ask for referrals and reviews, and is the
timing right? What percentage of our revenue comes from
expansion and upsells versus new business?
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What to Measure (And What to Ignore)

Here is where your lifecycle map goes from being a nice visual exercise to a
legitimate revenue operations tool that changes how your team makes decisions.
Every stage has specific metrics that tell you whether things are healthy or falling
apart. But the real insight, the thing that most businesses miss entirely, is not in the
individual numbers at each stage. It is in the conversion rates between stages. Those
transition metrics are your bottleneck detector. They tell you exactly where to focus
without any guessing.

Before we get into the specifics, let me say something about measurement
philosophy. The goal is not to track everything you can track. The goal is to track the
smallest number of metrics that give you a complete picture of health at each stage.
Two or three numbers per stage is plenty. More than that and you are creating noise
that obscures the signal.
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Stage

Awareness

Engagement
Consideration

Conversion

Onboarding

Retention

Advocacy

Key Metrics

Impressions, reach, website traffic,
brand search volume, share of voice

Email subscribers, content
downloads, time on site, pages per
session, social growth

Demo requests, SQLs, proposal
requests, case study views, pricing
page visits

Close rate, deal velocity, average
deal size, proposal to close ratio

Time to first value, completion rate,
early satisfaction scores, support
tickets

Churn rate, net revenue retention,
expansion revenue, NPS, CSAT

Referral volume, review count,
referral conversion rate, case study
participation

Conversion To Track

Visitor to known contact rate

Known contact to engaged lead
rate

Engaged lead to sales opportunity
rate

Opportunity to customer rate

New customer to fully activated
rate

Customer to renewed or expanded
rate

Customer to active advocate rate

What to Measure
(And What to Ignore)

What It Tells You

Are you getting in front of enough of
the right people

Are people interested enough to go
deeper

Are interested people becoming real
buying conversations

How effectively are conversations
turning into revenue

Are customers getting set up for
long term success

Are you keeping and growing the
revenue you earned

Are happy customers turning into a
growth channel
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How to Actually Read These Numbers

The metrics table is useful but the real power is knowing how to
interpret what the numbers are telling you. Let me walk you
through the thinking.

Start with your conversion rates between stages. These are your
diagnostic tool. If you have strong awareness numbers but a low
visitor to known contact conversion rate, your problem is not that
people are not finding you. It is that your website or content is not
giving them a compelling enough reason to raise their hand and
share their information. That is a messaging or offer problem, not a
traffic problem.

If your engagement to consideration rate is weak, you are
attracting attention but not building enough trust or urgency to get
people into real buying conversations. That usually means your
nurture content is not doing its job, your case studies are not
compelling enough, or your timing for the sales handoff is off

What to Measure
(And What to Ignore)

If consideration to conversion is the bottleneck, look at your sales
process. How long does it take to get a proposal out? Are you
losing deals on price, on timing, or on trust? Are your competitors
simply moving faster? This is where the sales team needs to be
brutally honest about what is actually happening on calls and in
negotiations.

If conversion to onboarding activation is low, congratulations on
closing deals, but your customer experience is breaking
immediately after they sign. Look at the handoff, the welcome
sequence, the first week experience. Something is causing buyer's
remorse.

If retention is the issue, dig deeper. Are customers churning
because the product or service did not meet expectations?
Because communication was poor? Because they never fully got
onboarded? The reason matters because the fix is completely
different depending on the root «




What to Measure

04 (And What to Ignore)

And if advocacy numbers are weak even though retention is strong, that is actually good news. You have happy customers who just are
not being asked or enabled to spread the word. That is the easiest fix on the entire map. Build a referral process, make it easy, time it right,

and watch that number climb.

The Metric That Changes Everything

Conversion rates between stages are the most valuable numbers you will ever track. They eliminate guessing. They show you
exactly where the bottleneck is. And they give you a prioritization framework that is based on data instead of opinions.

If you do nothing else from this entire guide, start tracking these six conversion rates between your seven stages. Review them
monthly as a team. The patterns will tell you exactly where to focus and you will wonder how you ever made decisions without

them.
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How to Run the Lifecycle Map Workshop

You could build a lifecycle map at your desk by yourself. But it would be incomplete,
biased toward whatever function you know best, and most importantly nobody else on
your team would feel any ownership over it. Which means nobody else would use it.

The whole point of doing this as a workshop is getting the people who actually touch
each stage of the customer journey into the same room, building the map together, and
walking out with a shared understanding of how the business grows, where it is
breaking, and who is going to fix what. That shared context and shared ownership is
what transforms a diagram into an operating system your team references every single
week.

| have facilitated dozens of these workshops and | can tell you that the companies who
get the most value from them share a few things in common. They go in willing to be
honest about how things actually work versus how they wish things worked. They bring
the right people. And they leave with specific action items attached to specific humans
with specific deadlines.

Here is exactly how to run one.
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Who Needs to Be in the Room

You need at least one person from every function that touches the
customer journey. Marketing. Sales. Customer success or account
management. Operations if they are involved in delivery. And
ideally someone from leadership who can make decisions when
the group inevitably gets stuck debating something that requires
an executive call.

Keep it between 4 and 10 people. Fewer than that and you will miss
critical perspectives that leave blind spots in the map. More than
that and you will spend the entire session arguing over definitions
instead of actually building anything.

If you are a smaller team where one person wears five hats, that
works perfectly fine. The important thing is that every stage of the
lifecycle has someone in the room who genuinely knows what is
happening there, not what they think is happening, but what
actually happens day to day.

How to Run the Lifecycle Map Workshop

What You Need Before You Start

A large whiteboard or a digital collaboration tool like Miro or FigJam.
Sticky notes in at least five different colors if you are doing this in
person so you can color code by function. Access to your CRM,
analytics, and any existing process documentation so you can
reference actual data instead of relying on memories that are
always rosier than reality.

You need a designated facilitator who keeps the conversation
productive and moving forward instead of spiraling into tangents or
turning into a blame session. And you need a dedicated notetaker
who captures every decision, every gap, and every action item in
real time in a shared document everyone can see.

Block half a day for the full workshop. You can split it into two
sessions if your team absolutely cannot carve out that much time in
one block, but do not stretch it across more than a week or you will
lose momentum and context. The energy from session one needs
to carry into session two, and that does not happen when there is a
ten day gap in between.
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The Workshop Agenda

Set the Foundation

Before you map a single thing, get everyone aligned on what the lifecycle stages actually mean for your
specific business. This sounds basic but | promise you it is not. Marketing probably defines a "qualified
lead" completely differently than sales does. Customer success might think "onboarding" ends at a
different milestone than operations does. If you skip this step, you will spend the rest of the workshop
arguing about semantics instead of building something useful.

Start by walking through the seven stages and getting agreement on definitions that apply to your
business. Then do something that might feel uncomfortable but is essential. Have each person share
the single biggest frustration they have with how things currently work between teams. Not pointing
fingers. Just naming the friction.

This does two critical things. It creates buy in because everyone feels heard before the building starts.
And it surfaces the real cross functional problems early, which keeps the rest of the workshop focused
on solving things that actually matter instead of polishing things that are already working fine.
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How to Run the Lifecycle Map Workshop

Map the Current State

This is the meat of the workshop and where you will spend the most time. Go stage by stage, starting
with awareness and working all the way through advocacy, and document everything that currently
exists. Every campaign. Every email sequence. Every sales touchpoint. Every onboarding step. Every
retention activity. Everything.

Be ruthlessly honest about what is actually happening versus what you think should be happening or
what you told leadership is happening. The map needs to reflect today's reality, not the aspirational
version you plan to build someday. If nobody is doing follow up emails after a demo, write that down. If
onboarding is different every single time depending on who handles the account, write that down. You
cannot fix problems you refuse to name.

Use sticky notes or digital cards for each activity so you can move things around as the conversation
develops. Color code them by which team owns each one so you can visually see who is doing what at
every stage. This visual layer is incredibly revealing. You will immediately see which stages are packed
with activity and which ones are practically empty. You will see which teams are carrying the load and
which ones are barely touching the customer journey.

Do not rush this step even if it feels tedious. The thoroughness of your current state map directly
determines how useful the lifecycle map becomes. Every gap that you identify later in the workshop
depends on having an accurate picture of what exists today.
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Identify the Handoffs

This is the step most companies skip entirely and it is arguably the most important one in the whole
workshop. Handoffs between teams are where customer experiences fall apart. This is where leads go
to die. This is where context disappears. This is where the customer suddenly feels like they are
dealing with a completely different company than the one that sold them.

Map how someone moves from one stage to the next. What triggers the transition? Who is responsible
for it? What information needs to transfer? What information actually transfers versus what gets lost?
How long does the handoff take? Is the customer aware of the transition or does it happen behind the
scenes?

Pay special attention to the handoff from marketing to sales and from sales to delivery or customer
success. These two transitions are where the most value gets destroyed in most businesses. A lead
that marketing spent weeks nurturing gets tossed to a sales rep who has no context and starts the
conversation from scratch. A customer that sales spent months building a relationship with gets
handed to an onboarding team that knows nothing about the promises that were made.

For each handoff, document what should happen, what actually happens, and the specific gap
between those two realities. These gaps are often the highest leverage improvement opportunities on
the entire map.
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How to Run the Lifecycle Map Workshop

Assign Metrics to Each Stage

For every stage, define the two or three numbers that tell you whether things are actually working. And
define the conversion rate between that stage and the next one. Those conversion rates are your
bottleneck detector. They will tell you more about where to focus than any individual metric or
dashboard ever could.

Do not overcomplicate this. You do not need fifteen KPlIs per stage. You need the two or three metrics
that genuinely indicate health. If you cannot agree on which metrics matter, that is actually valuable
information. It means the stage is not well defined yet and the team does not have a shared
understanding of what success looks like there. Spend more time getting clear on that before moving
on.

Also discuss how you are currently tracking these numbers and where the data lives. If the metrics you
need are not being captured or are scattered across five different tools with no easy way to compare
them, that is a gap worth flagging for the action plan.
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Flag the Gaps and Opportunities

Now that you can see the entire lifecycle laid out with activities, handoffs, and metrics, step back and
identify what is missing. Where do people fall out of the journey with no one noticing? Where is there
no content, no process, ho automation, no communication? Where are you strong and should be
investing more to capitalize? Where are you bleeding revenue that you could plug with a relatively
simple fix?

Sort your findings into three buckets. Quick wins that your team can execute in the next two weeks
with existing resources. Medium projects that need 30 to 60 days and potentially some cross
functional coordination. And bigger strategic initiatives that require planning, budget, and leadership
alignment.

Then prioritize ruthlessly. This is critical. Every workshop | have ever facilitated surfaces more
problems than any team can tackle at once. Trying to fix everything simultaneously is a guaranteed
recipe for fixing nothing. Pick the three to five quick wins that will generate immediate momentum and
the one or two bigger items that will have the most significant impact on revenue. Start there.
Everything else goes on the backlog.
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Build the Action Plan

This is the step that separates workshops that actually change the business from workshops that
generate a document nobody looks at again. For every gap and opportunity you identified, assign a
specific person, a specific deadline, and a specific definition of done.

No vague commitments. No "we should probably look into this at some point." No "let us revisit this
next quarter." Those are not action items. Those are polite ways of saying "this will never happen."

Push hard for specificity. "Improve our onboarding" is not an action item. "Build a 30 day onboarding
email sequence with automated check in reminders at day 7, 14, and 30, and have it live by March 1" is
an action item. "Fix the marketing to sales handoff" is not an action item. "Document the lead handoff
process including required information, notification triggers, and response time expectations, and
implement it in the CRM by February 15" is an action item.

The difference between teams that get lasting value from this workshop and teams that forget about it
within a month comes down entirely to the quality and specificity of what you commit to in this final
step. Take it seriously. Make it real. Hold each other accountable.
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How to Run the Lifecycle Map Workshop

What Will Make or Break Your Workshop

Honesty Over Aspiration

The single biggest enemy of a useful lifecycle map is people describing how things
should work instead of how they actually work right now today. If nobody is sending
follow up emails after a demo, write that down. If onboarding looks different every
single time, say that. If the sales process is different depending on which rep picks up
the phone, that needs to be on the map.

This is not about assigning blame. It is about getting an accurate picture of current
reality so you can decide what to improve. You cannot navigate to a destination if you
do not know your actual starting point.

Use Real Customers as Your Test Cases

Whenever the conversation gets abstract or theoretical, pull it back to a real person.
Ask the room to walk through what happened with the last five customers at the stage
you are mapping. Where did they come from? What happened next? Where did things
go smoothly? Where did things break down?

Real stories surface real problems faster than any framework ever will. Pull up actual
CRM records if you need to. Look at real email threads. Check real timelines. The data
does not lie even when our memories try to make things sound smoother than they
were.

Shut Down the Blame Game Immediately

 Cross functional workshops turn into finger pointing sessions faster than you might

expect. Sales blames marketing for bad leads. Marketing blames sales for not following
up. Customer success blames everyone for overpromising.

The facilitator needs to redirect blame into shared ownership the second it starts.
Instead of letting someone say "sales never follows up on our leads" reframe it as
"what would a follow up process look like that both teams are confident in?" The goal is
building something better together, not building a prosecution case for who has been
doing it wrong.

Document Everything As It Happens

Do not rely on anyone's memory. Do not promise to "write it all up later." Capture every
decision, every identified gap, and every action item in real time in a shared doc that
everyone in the room can see.

By the time the workshop wraps, your lifecycle map should be at least 80 percent built
and your action plan should be fully documented with owners, deadlines, and
definitions of done. If your notetaker is falling behind, slow the conversation down.
Missing the documentation defeats the entire purpose of bringing everyone together.
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What Happens After

(The Part Most People Skip)

Here is the uncomfortable truth about workshops. The actual event is the easy part. Getting people in a room, mapping things out,
identifying problems, assigning action items. That feels productive and it is. But the real test, the thing that determines whether this was a

pivotal moment for your business or just another meeting that generated a document nobody opened again, is what happens in the days
and weeks that follow.

| have seen this go both ways. Teams that leave the workshop fired up, execute immediately, build the rhythm of using the map weekly,
and fundamentally change how they operate. And teams that leave equally fired up, get buried in their day to day within 48 hours, and
never look at the map again. The difference between those two outcomes is almost always about discipline in the follow through, not the

quality of the workshop itself.

Here is the playbook for making sure you are in the first group.
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Within 48 Hours

Clean up the raw notes from the workshop and build a polished
version of the lifecycle map in whatever tool your team will actually
use regularly. Miro, Notion, a Google Doc, a spreadsheet, whatever
your people will look at without being reminded to. Do not
overthink the format. Pick the tool with the lowest friction.

Send it to every participant for review and corrections while the
conversation is still fresh in their heads. Give them 24 hours to flag
anything that was captured incorrectly or is missing. Then
schedule a quick 15 minute follow up with each action item owner
to confirm their commitment, clarify the scope if needed, and
remove any blockers that might prevent them from starting.

What Happens After
(The Part Most People Skip)

Within the First Week

Start executing on the quick wins. This is the most important thing
you can do to maintain momentum. Nothing proves the value of
the workshop faster than visible, tangible progress that the whole
team can see. If you identified five things that could be done in two
weeks, get at least two of them shipped in the first week.

Share what was completed with the broader team. A quick Slack
message, an email update, a mention in the team standup. This is
how you signal that the workshop was not just another meeting. It
was the beginning of a new way of operating.
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Within the First Month

Pull the team together and do your first formal review of the
lifecycle map metrics. Look at the baselines you documented

during the workshop and see whether anything is starting to shift.

Where are you seeing early improvement from the quick wins you
executed? Where are things still stuck? Where are new problems
emerging that you did not catch during the workshop?

This first monthly review is the single most important milestone in
the entire process because it establishes the habit of using the
map as a living decision making tool. If you skip this review or let it
slide to next month, the odds of the map becoming a permanent
part of how your team operates drop dramatically.

What Happens After
(The Part Most People Skip)

Make It a Living Document

Your lifecycle map needs to evolve as your business evolves.
Markets shift. Products change. Teams grow. Processes improve.
Customer expectations evolve. If the map still looks exactly the
same six months from now, either your business has not changed
at all, which is unlikely, or nobody is updating the map, which is a
problem.

Review it quarterly at minimum. Ideally reference it weekly in team
meetings. Assign a specific person to own the map and make sure
it stays current. That person does not have to do all the updating
themselves, but they are responsible for making sure updates
happen and the map continues to reflect how the business
actually operates right now, not how it operated when the
workshop happened.



06

Use It for Every Decision

This is where the lifecycle map becomes truly transformative.
Every time someone proposes a hew campaign, a new hire, a new
tool, a new process, a new investment of any kind, reference the
map. Where does this fit in the lifecycle? What stage does it serve?
What conversion rate will it improve? What gap does it fill?

This framework turns abstract "l think we should try this"
conversations into concrete, grounded discussions about how the
growth engine actually works and where the highest leverage
investments are. It is the difference between making decisions
based on whoever argues most persuasively in the meeting and
making decisions based on where the data says the biggest
opportunity lives.

What Happens After
(The Part Most People Skip)

Hand It to Every New Person

The lifecycle map is the single best onboarding tool you will ever
create for new team members, new agency partners, new
executives, anyone who needs to quickly understand how your
business grows. Instead of spending weeks in meetings and Slack
threads trying to piece the picture together, you walk them
through the map in an hour and they get the complete context on
day one.

That kind of clarity accelerates everything. New hires contribute
faster. New partners deliver better work sooner. New leaders make
smarter decisions earlier. The lifecycle map compounds in value
with every person who understands it.




0 6 What Happens After
(The Part Most People Skip)

The Five Mistakes That Kill Most Lifecycle Maps

Building It Alone

If one person builds the lifecycle map without input from the rest of the team, it will be incomplete and nobody else will
feel ownership over it. This is not a solo project. The entire value comes from cross functional collaboration and shared
accountability. If the team did not help build it, the team will not use it.

Mapping the Aspirational State Instead of Reality

The map needs to show what is actually happening today, not what you plan to build someday. If you map the ideal
version, you will miss the problems that exist right now and the fixes you need will be invisible. Start with brutal honesty

about current state. Build toward the aspirational state through your action plan.
No Action Items After the Workshop

A lifecycle map without an action plan is a pretty picture that collects digital dust. The gaps you identify only have value if
someone is assigned to fix them with a real deadline. If you leave the workshop without specific, owned, time bound

action items, the whole exercise was a waste of everyone's time.
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What Happens After
(The Part Most People Skip)

Never Reviewing or Updating It

A lifecycle map from six months ago that nobody has looked at since the workshop is worse than useless because it
gives the illusion of having your act together when the reality has moved on. Build the review cadence into your team's

operating rhythm. Monthly at minimum. Weekly references in team meetings if possible.
Overcomplicating the Metrics

If you assign fifteen KPIs to each stage, nhobody will track any of them. Two or three metrics per stage plus the
conversion rate to the next stage. That is all you need. Simplicity drives adoption. Complexity drives abandonment.
Every time. Pick the metrics that matter most and ignore everything else until those are dialed in.

The Big Difference Maker

The businesses that get the most value from lifecycle mapping are not the ones with the fanciest tools or the most complex
frameworks. They are the ones who do the basics consistently. Review the map regularly. Execute on the action items. Track
the conversion rates between stages. Fix the biggest bottleneck first. Then do it again. Consistency beats complexity every

single time.




Book a Free
Strategy Session

Ready to Build Yours?

You can absolutely do this on your own. Everything you need is in this
guide. But if you want it done faster, with sharper insight, and with a
team that has built these for dozens of businesses across every
industry, we should talk.

We facilitate lifecycle mapping workshops, build the operational
framework around them, and then execute the marketing that fills every
stage of your map. Weekly. With senior people actually doing the work.

No contracts to start. Just a conversation.

leapyn.com



