AG CREATIVE LABS EMAIL REVENUE

OPTIMIZATION

RETENTION CASE STUDY - 001

The Retention
System

Applied to LUME — French Skincare

A repeatable Klaviyo retention framework — from diagnostic audit to

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

Shopity x Klaviyo Lifecycle Retention 4 Flows - 5 Segments



Most DTC brands leave the
majority of email revenue

For a premium skincare brand like LUME, 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.

EMAIL % OF REVENUE BENCHMARK — PREMIUM DTC REVENUE RECOVERABLE

11% 28% pts

Starting point Where it should sit 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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©2 - THE DIAGNOSTIC

Three findings that
capped revenue.

Every engagement opens with a structured audit across seven zones. For
LUME, three findings accounted for most of the lost revenue.

()1  Corelifecycle flows missing or incomplete ZONE - FLOWS

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.

02 List treated as one undifferentiated audience ZONE - SEGMENTS

No RFM scoring, no exclusion logic. Best customers and dormant contacts received
identical sends, suppressing engagement and quietly eroding deliverability.

()3  Nouvisibility into deliverability health Z0NE - DELIVERABILITY

Complaint rate, unsubscribe trend, and active-subscriber ratio went unmonitored —
problems would only surface after revenue had already dropped.

THE FIx 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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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.

B~ Klaviyo System Free @" = G 03:00 w

Segment Architecture

VIR flow
acoess -

{ Exclugion segments ] Unengaged 180-day Recent buyers | Mew subscribers
ABply 1 EVERY campaign san

oA 02 TBo B2 g+ mn e
Champions & Loyals = VIP and cross-sell. At-Risk > Unengaged 180-day, recent buyers, and active welcome-
winback on day 91. Hibernating - sunset sequence. flow contacts are excluded from campaigns to guard
reputation.
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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.

T e A N L
klavivo Welcome Flow ([Draft Show analytics ‘ Manage flow v |

LEGEND /'\ i
When someone
B Email Submits a form / popup

& Conditional split +

© Wait / trigger
B Email 1 - Instant
[ Exit point Deliver code, set expectation

+

@© Wait ~1 day

BranCh On & Placed order?

Has Placed Order at least once

behaviour,
not on time alone.

Yes No

Buyers exit to post-purchase. B et B Email 2 - Story

Exit to post-purchase Brand, founder, proof
Engaged subscribers get proof; 58 oo i

louble-sell. +

cold ones get a re-framed pitch. A

@© Wait ~2 days

final re-check prevents selling to ¥
anyone who already converted A Engaged?
. Opened or clicked.
mid-flow. i
Engaged Cold
N O N - N E G 0 T I A B L E 1 Email 3 - Proof B Email 3b - Reframe
Bestsellers, reviews New angle, soft re-pitch
Smart Sending = OFF
On every flow, so transactional- & Placed order?
. . . Re-check: Has Placed Order
intent emails always deliver. at least once over all time.
Yes No
[ Exit @© Wait ~2 days

Exit to post-purchase
i
Converted, hand off.
B Email 4 - Urgency B Email 4 - Last Chance

Expiry, last chance Final touch, then sunset

[® Exit & Main Lifecycle

Tagged engaged / cold
for campaigns
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©5 — EXECUTION

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.
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4 8 2 Mobile-first, because that's where
Flows designed Responsive layouts Breakpoints each skincare buyers open.
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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.

A B C D E F G H 1 1 K L M N o P a

X EMAIL HEALTH DASHBOARD
z Track your email program’s vital signs. Enter data in BLUE cells. Green = Healthy | Yellow = Wamning | Red = Critical
3
4 CURRENT MONTH DATA
5 |Reporting Month: February 2026
6
7 Metric Your Data Sample What This Means
8 Total Subscribg 1.00,000 Everyone in your daiabase
s | Emails Sent Th 20,000 Total emails delivered (not bounced) | !
10 Total Opens Th 16,000 Unigue opens (be aware of Apple MPP inflation)
11 Total Clicks Thi 3,200 Unique clicks
12 Subscribers W 18.000 Anyone who opened. clicked. or took action
13 Unsubscribes T| 5,000 Total opt-outs
14 Spam Complair] 15 5 |People who marked as spam
15 Hard Bounces | 50 o0 |Permanently failed addresses
16
17 & YOUR DELIVERABILITY VITAL SIGNS
18 Metric Your Score  [Benchmark Status What To Do

Monthly Active

Subscribers Your real reach. Track this monthly - if it's shrinking, you're losing audience.
19 (MAS) 18,000|Growing month + Healthy

WAS as T of What % of your list is actually reachable and engaged? Anything under 10% means
20 | Total List 18.0%|=15% = Excell + Healthy most nfgour list is dead weight
21 Complaint Rate 008% <0-10% GDDd | v“ Healthv Td i —J 70 ADUVE TITS = TTSTANT SPETTT ety TS 15 TToW d
22 |Unsubscribe Rate 25.00%|<0.25% Typica /A Check Segments Mot inherently bad - shows wisibility. What matters is WHO is unsubscribing.
23 |Open Rate (UTO) 31.26%|<1.0% Good | § T e e ope 7o TTISHDSEIETs Fstg e
24 |Open Rate 80.0%[15-25% (Apple + Healthy TN LT
25 |Rate 16.00% |2-5% Typical + Healthy True engagement signal. Mot inflated by automation.
26 |Rate 0.25%|<2% Good | <5 + Healthy Natural decay is 2-3% monthly. Above 5% signals bad acquisition or old data.
27
28

29 4 IMMEDIATE ACTION ITEMS

* |f Complaint Rate = 0.30%: STOP SENDING. Segment and clean immediately. You're at Yahoo's hard limit

30

= = If MAS is declining month-ower-month: You're losing reach. Start re-engagement campaigns to inactives.
32 = |If UTO is rising: Something is breaking under attention. Review recent campaigns and freguency changes.
= * If Hard Bounce Rate = 5%: List quality crisis. Audit acquisition sources and implement double opt-in.

* If MAS < 10% nf list Mast of vour list is dead weinht Consider sunsetting 2+ vear inactives and re-allncating budnet to acouisitinn

Dashboard | Monthly Tracker | Re-Engagement Planner | Sunsetting Calculator [

PROJECTED OUTCOME 90 DAYS

1% 2 0/
/O 9 /() Complete flow coverage, RFM-routed campaigns,

and protected deliverability — compounding over
Email as a share of total revenue a single quarter.

Let's build the same system for your store.
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