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The Retention
System
Applied to LUMÉ — French Skincare

A repeatable Klaviyo retention framework — from diagnostic audit to

segmentation, lifecycle automation, on-brand design, and a live measurement

layer.

P L A T F O R M

Shopify × Klaviyo

D I S C I P L I N E

Lifecycle Retention

S C O P E

4 Flows · 5 Segments



0 1  —  T H E  G A P

Most DTC brands leave the
majority of email revenue
on the table.

For a premium skincare brand like LUMÉ, email should drive roughly a quarter of

total revenue. The reality at the start: flows were incomplete, the list was treated as

one undifferentiated blast audience, and there was no way to see deliverability

decaying until it was too late.

E M A I L  %  O F  R E V E N U E

11%
Starting point

B E N C H M A R K  —  P R E M I U M  D T C

28%
Where it should sit

R E V E N U E  R E C O V E R A B L E

17pts
The opportunity

The gap isn't a creative problem — it's a systems problem. Closing it means treating retention as

infrastructure: diagnose, segment, automate, design, and measure as one connected loop.
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0 2  —  T H E  D I A G N O S T I C

Three findings that
capped revenue.
Every engagement opens with a structured audit across seven zones. For

LUMÉ, three findings accounted for most of the lost revenue.

01 Core lifecycle flows missing or incomplete

Welcome, abandoned checkout, post-purchase, and winback were either absent or

sending generic one-offs. The highest-RPR automations — the ones that run 24/7 —

weren't capturing intent.

ZONE · FLOWS

02 List treated as one undifferentiated audience

No RFM scoring, no exclusion logic. Best customers and dormant contacts received

identical sends, suppressing engagement and quietly eroding deliverability.

ZONE · SEGMENTS

03 No visibility into deliverability health

Complaint rate, unsubscribe trend, and active-subscriber ratio went unmonitored —

problems would only surface after revenue had already dropped.

ZONE · DELIVERABILITY

T H E  F I X

Rebuild retention as one connected system — segmentation feeding flows, flows feeding

measurement, measurement protecting the sender reputation that keeps the whole thing running.
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0 3  —  S E G M E N T A T I O N

Who gets what,
and who gets left alone.
Every contact is scored nightly on Recency, Frequency, and Monetary value, then

routed to the flow that fits their stage. Exclusion logic is applied to every send —

it's a deliverability tool, not just a targeting one.

ROUTING

Champions & Loyals → VIP and cross-sell. At-Risk →

winback on day 91. Hibernating → sunset sequence.

PROTECTION

Unengaged 180-day, recent buyers, and active welcome-

flow contacts are excluded from campaigns to guard

reputation.

A G  C R E A T I V E  L A B S T H E  R E T E N T I O N  S Y S T E M  ·  L U M É 0 4



0 4  —  A U T O M A T I O N

The flows that run
the revenue.
Four core lifecycle flows, each with conditional logic, exit conditions, and Smart

Sending off. Below: the full Welcome flow — branching on purchase and

engagement so no one is double-sold or over-mailed.

DESIGN PRINCIPLE

Branch on
behaviour,
not on time alone.

Buyers exit to post-purchase.

Engaged subscribers get proof;

cold ones get a re-framed pitch. A

final re-check prevents selling to

anyone who already converted

mid-flow.

NON-NEGOTIABLE

Smart Sending = OFF

On every flow, so transactional-

intent emails always deliver.
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0 5  —  E X E C U T I O N

Designed to match
the brand, not the template.
Each flow rendered as on-brand, responsive email — welcome, abandoned cart,

post-purchase, and winback, in both mobile and desktop. Editorial layout, warm

palette, restrained type: built for a premium skincare buyer.

4
Flows designed

8
Responsive layouts

2
Breakpoints each

Mobile-first, because that's where

skincare buyers open.
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0 6  —  M E A S U R E M E N T

A system you can
see working.
Retention without measurement is guesswork. A live health dashboard tracks the

vital signs — active subscribers, complaint rate, engagement — with

red/amber/green thresholds and a clear action for each.

P R O J E C T E D  O U T C O M E  —  9 0  D A Y S

11% → 26%
Email as a share of total revenue

H O W

Complete flow coverage, RFM-routed campaigns,

and protected deliverability — compounding over

a single quarter.

Let's build the same system for your store. AG CREATIVE LABS
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