Upfinity Inc.

Excellence Engineered

CASE STUDY - AI-POWERED PRODUCT TRANSFORMATION

Global SaaS Platform
B2B Onboarding Optimization

How Upfinity Inc. reduced enterprise SaaS churn from 32% to 8%, unlocking $27.7M in
annual value through Al-driven personalization and behavioral analytics.

75% 86% +417% 1,219%

Churn Reduction Faster Time-to-Value Feature Adoption First-Year ROI
32% - 8% (90-day) 21 days - 3 days 6% - 31% premium $2.1M invested
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Executive Summary

B2B Onboarding Optimization

A $500M+ enterprise SaaS company faced critical revenue leakage: 32% of customers churned within 90 days of onboarding.
Upfinity Inc. redesigned the entire onboarding experience using Al-driven personalization and behavioral analytics — reducing
churn to 8% and unlocking $27.7M in additional annual value within a single fiscal year.

5% 86% +417% 1,219%

Churn Reduction Faster Time-to-Value Feature Adoption ROI Year One
32% - 8% 21 days - 3 days 6% - 31% $2.1M invested
KEY METRICS
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THE PROBLEM
Root Causes Behind $16M Annual Churn

m Overwhelming Onboarding — 47-step process lost users before they found value.
m No Clear Value Path — no guidance toward features that drove retention.

m One-Size-Fits-All — every customer segment received the same generic flow.

m Poor Documentation — generic docs, limited live support.

m Slow Integration — 14-day average to connect company data.
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Our Approach

Transformation Strategy

Upfinity Inc. executed a four-phase engagement over 32 weeks — combining deep user research, machine learning, and full-stack

engineering.
Weeks 1-4 Weeks 5-12 Weeks 13-20 Weeks 21-32
Analytics & Personalization Experience Implementation
Insights Engine Redesign & Launch

PHASE IMPACT ANALYSIS

Heat Map: Impact by Phase & Outcome Area

Phase 1m Analytics Phase 2m ML Engine Phase 3mRedesign Phase 4mLaunch

Churn Reduction
Time-to-Value
Feature Adoption
NPS Improvement
Revenue Growth

Cost Savings
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Phase 01 — Analytics & Insights Weeks 1-4

Analyzed 50,000+ user sessions and segmented customers into 7 distinct personas. Mapped the "happy path" vs. “"churn path”
journey and pinpointed critical decision points where users dropped off.

Phase 02 — Personalization Engine Weeks 5-12

Built an XGBoost churn prediction model with 91% accuracy, trained on 2 years of data (50K customers). Captured 120+ behavioral
signals. Deployed a real-time recommendation engine with sub-100ms inference.

Phase 03 — Experience Redesign Weeks 13-20

Reduced onboarding from 47 steps to 12 — a 75% reduction. Created persona-specific flows, interactive feature tutorials, and
contextual in-app guidance. A/B tested 12 onboarding variations.

Phase 04 — Implementation & Launch Weeks 21-32

Full production deployment with daily KPI monitoring and automated alerts. Continuous feedback loops drove weekly iteration.
Churn prevention outreach converted 22% of at-risk users.

m Insight: Most SaaS products are built for the average user — who doesn't actually exist. Real personalization means accepting
that your best SMB customer and your best enterprise customer need fundamentally different journeys, not the same flow with a
different logo. Segmentation isn't a feature; it's a business model decision.
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Engineering Deep-Dive

Technical Architecture

Machine Learning Pipeline

Raw Events Data Warehouse Feature Eng. XGBoost Model Prediction API

500K/day PostgreSQL 120 signals 91% accuracy <100ms

End-to-end pipeline: raw events - real-time churn prediction (<100ms inference)

Infrastructure Stack

Data & ML Python - Databricks - Snowflake - XGBoost - Apache Kafka
Backend FastAPI - Node.js - PostgreSQL

Frontend React 18 - TypeScript - Behavioral Analytics SDK

DevOps Docker - Kubernetes - GitHub Actions

Monitoring Datadog - Segment - Custom Dashboards

Personalization Engine Components

m Real-time Segmentation — Automatic customer clustering on every login event.
m Hybrid Recommendations — Content-based filtering combined with collaborative filtering.
= Multi-Armed Bandit A/B — Optimal experience selection via Thompson Sampling.

m Bayesian Attribution — Feature-level impact analysis for investment prioritization.
MODEL PERFORMANCE

Al Model Accuracy & Coverage

91% 94% 78% 22%

Churn Prediction Accuracy Behavioral Signal Coverage Segment Detection Precision At-Risk Users Converted

120 of 127 signals Real-time Via outreach
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Measured Outcomes

Results & Business Impact

Churn Rate (90-day) 32% 8% ~75% $12M
Time-to-Value 21 days 3 days -86% 6x faster
Feature Adoption 6% 31% +417% $4M

NPS Score 28 67 +39 pts Major lift
Sales Growth Baseline +25% +$12.5M Annual
Support Tickets 450/mo 98/mo -78% $1.2M
Customer LTV $50K $180K +260% Transformational

Customer Personas

SMB Buyer 40% 2 days Quick ROI, ease of use
Enterprise IT 35% 5 days Security, compliance, integration
Power User 15% 1 day Advanced features, API access
Data Analyst 10% 3 days Analytics, reporting, automation

Financial Summary

Churn Recovery $12,000,000
Feature Adoption Uplift $4,000,000

Sales Growth $12,500,000
Support Cost Reduction $1,200,000

Operational Savings $1,800,000

Infrastructure Savings $180,000

TOTAL ANNUAL BENEFIT $31,680,000
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What Made It Work

Lessons Learned

Personalization Matters Persona-specific flows produced 3x better outcomes vs. generic onboarding.
Speed is Critical Every 3-day reduction in time-to-value correlated with 8% less churn.
Proactive Beats Reactive Churn-prevention outreach converted 22% of at-risk users.

Data Quality is Foundation Poor data tracking initially led to poor recommendations — fix data first.

m Insight: Churn is a symptom, not a root cause. The teams who win at retention are the ones who obsess over time-to-value, not
NPS surveys. If a user doesn't experience your core value proposition within 72 hours, your product has already lost them — no
amount of email nurturing will fix a broken first mile.

Next Phase

Future Roadmap

- Predictive feature recommendations surfaced before customers realise they need them
- Voice-based onboarding assistant powered by conversational Al
» Automated workflow setup tuned to use case at signup

- Industry-specific best practice template library

This transformation demonstrates the power of combining engineering rigour with deep customer insight.
Reducing churn from 32% to 8% — a 75% improvement — generated $27.7M in annual value from a $2.1M
investment. The personalization model established here is replicable across every stage of the customer journey,
with potential for $100M+ in additional lifetime value.

Ready to reduce churn and accelerate growth?

We've done this before — across fintech, SaaS, and hospitality. If you're sitting on a retention problem or a product that's not
converting, let's talk through it. No pitch decks, no pressure.
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