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Introduction

Luxury brands typically have a specific 
clienteling strategy to provide personalised 
services to a select group of customers. 
When executed effectively, clienteling 
hugely increases AOV, is the best way to 
engage and retain loyal customers, and is 
therefore extremely profitable.

Getting it right is a fine line: by overstepping 
a customer’s  boundaries, retailers risk 
losing highly profitable business.
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Introduction

We asked Retail Hive Members to share their strategies 
for success and their views of how practices are changing 
and will continue to evolve. This guide explores the major 
challenges and questions they face in the current climate.

As customer behaviour continues to shift towards fluid, 
omnichannel shopping, retailers must rethink how data, 
communication, sales attribution, and associate workflows 
integrate into a unified and harmonious customer journey.

Retailers are focusing on building a unified customer 
experience that is authentic, true to brand, and 
appropriate to individual customers. Whilst there are no 
hard and fast rules, we hear consistent advice and areas 
to consider as you further your clienteling strategy.
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Retail Hive Members Key Challenges Include:

Ensuring a consistent
customer experience

Improving the 
accuracy and fairness 

of sales attribution

Strengthening and 
harmonising 

communication 
strategies across 

channels

Supporting 
associates with 

actionable, unified 
customer data

Building scalable 
processes that 

support long-term 
clienteling

Key Challenges
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Building Blocks of Success

• Combine online and offline data into a comprehensive customer profile. 
• Ensure client preferences, purchase history, event attendance, and 

engagement signalsi are viewable in a single integrated record.
• Standardise communication and attribution logic so customers receive 

consistent experiences, regardless of channel. Retail Hive members agree 
that clienteling messaging should not resemble marketing ESP - instead it 
should be personal and authentic.

• Bring ESP, live-chat support, and in-store outreach into a 
centralised communication strategy. Your internal structure 
should not create or exacerbate siloes!

• Maintain monthly contact limits and a clear post-purchase follow-
up structure to prevent message fatigue.

• Expand engagement beyond purchases: appointment reminders, 
event invitations, post-consultation  
check-ins, etc.

• Ensure associates receive credit for online activities influenced by their 
interactions. This helps to increase motivation and fairness.

• Some opt to provide branded, templated communication formats while still 
allowing personalisation (though note that personalised communications 
should be dissociable from marketing - natural tone of voice messages can 
be highly effective).

• Track meaningful metrics such as influenced sales percentage, associate 
notes, and customer reply rates.

Unify the Customer 
View Across 

Channels

Coordinate 
Communication 

Channels

Support and 
Empower 

Associates

Continued…
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Building Blocks of Success

Adopt Intelligent 
Tools

Segment and 
Personalise 
Thoughtfully

• Use AI to improve grammar/reduce typos, enrich communication, and 
dynamically populate personalised content fields.

• Utilise large scale platforms for clienteling workflows, while working 
through integration challenges.

• Leverage high-conversion channels, like WhatsApp. In a recent 
discussion, Retail Hive members said they experience response/
conversion rates of 9% vs. ~1.5% from email).

• Segment clients based on behaviour, engagement, and 
preferences, not just sales volume.

• Ensure follow-ups are relevant to customer needs, 
purchase cycles, and local store context.

• Capture preferences early during interactions to tailor future 
outreach.
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Common Challenges

Fragmented Customer Strategies
• Online and offline teams often operate with different triggers, workflows, and rules.This 

is commonly seen where different teams handle discrete channels.
• A lack of unified attribution models creates confusion and inconsistent customer 

experiences. Retail Hive members have differing attribution windows, but commonly they 
are 48hrs to two weeks.

Complex Channel Structures
• Traditional retail operated with two channels; now many brands manage three or more
• Ensuring customer data syncs across all channels remains a core technical and 

operational hurdle. For the majority of Hive members, records are not integrated, 
meaning multiple systems must be ‘manually’ reconciled/consulted to gain a picture of 
each client’s history.

Sales Attribution Rules - complex and often contentious!
• It’s complex to manage sale ownership when items are ordered online, particularly 

for out-of-stock substitutions.
• Rules like 60 minute minimum influence windows and 40 day maximum attribution 

periods require careful configuration and monitoring.
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Common Challenges

Operational Workarounds and Compliance
• Duplication, e.g. doubling of gifts across channels. Also important is 

to avoid inconsistencies in promotional rules.
• Communication compliance (e.g. consent, email permissions) must 

be aligned across marketing and stores.

Technical Integration Gaps
• Difficult to associate online customer activity with specific 

associates’ efforts.
• Platform limitations in capturing or displaying relevant customer 

insights.
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Ask the Expert

I spoke to Leigh Sevin, Co-Founder of Endear, a powerful CRM 
and clienteling solution built to drive more sales, to discover what 
Endear is seeing in the clienteling landscape.

Trends - how has the role of clienteling changed in the past two years, 
and what are the new expectations from retailers?

Over the past two years, clienteling has shifted from a ‘nice-to-have’ to a core part of a brand’s retail 
strategy. Retailers used to think of it as something you did on slow days or with VIP shoppers. Now 
it’s become a structured, measurable program to which every associate is expected to contribute.

What’s driving that change is simple: stores have become responsible for more revenue, more 
retention, and more relationship-building than ever, and therefore need the tools and software to 
accompany those heightened expectations. But retailers also expect clienteling tools to feel natural in 
a store environment: quick to pick up, easy to use on the floor, and flexible enough to support real 
conversations with customers instead of creating more admin work.

What’s driving interest around clienteling today?

Two things: rising acquisition costs and rising consumer expectations. Brands know that relying 
on paid channels to bring back customers you’ve already acquired is unsustainable. They need 
to build long-lasting relationships that can deliver true ROI on their marketing costs. At the same 
time, shoppers now expect store experiences to be personalised; they want associates to know 
who they are and what they like; not in a creepy way, but in a ‘make this easier for me’ way.

What characterises a good clienteling strategy?

A good clienteling strategy is consistent, personalised, and measurable. It starts with a clear 
expectation for store teams. Who should they reach out to, how often, and with what kind of 
message? The right strategy will also empower associates with the freedom to show their 
personality and build true rapport with customers through relevant content. Lastly, a good 
strategy will involve a reliable method of measuring results that gives all parties a chance to 
iterate and improve on what they are trying.
If you don’t have those three pieces, what you have isn’t really clienteling. It’s just messaging!
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Ask the Expert - Continued

What differentiates Endear? What three capabilities are the real 
gamechangers for Endear users?

First, automating store outreach across email, SMS, and WhatsApp. Teams can set up triggers to 
reach out to lapsed customers, VIPs, and first time shoppers without any manual set up by them. By 
automating these rote tasks, store teams can focus on relationship building on the salesfloor, and can 
field replies when they inevitably come in.

Second, our unified customer profile. Associates can see past purchases, behaviours, preferences, 
marketing interactions, and notes all in one place, so outreach feels informed and personal, never 
spammy.

And third, our performance reporting. Retailers finally get visibility into what’s working: who on the 
team is engaging the most customers, which messages drive sales, and how clienteling is influencing 
revenue across stores. It’s the difference between hoping outreach works and knowing it does.

Personalisation & AI: how is AI being used in clienteling - and what role 
do you see for it to enhance clienteling?

AI is making it easier for store teams to personalise at scale. It can suggest which customers to reach 
out to, help draft messages that sound human, and surface product recommendations based on past 
behaviour.

But we firmly believe AI shouldn’t replace the associate, it should amplify them. The real value of 
clienteling is the relationship between a shopper and a person they trust. AI helps make that 
relationship more efficient, not less authentic and ultimately allows more consumers to benefit from a 
human’s attention. As long as we keep that balance, AI will continue to remove the friction that’s 
traditionally made clienteling hard to execute and limited to a select audience.

What metrics should brands track to understand whether their 
clienteling strategy is actually working?

The most important metrics are reply rate, conversion rate, and attributable revenue driven from 
clienteling.

You want to know how effective your messages are at really building relationships and engaging your 
customer base, how many of those conversations lead to a purchase, and whether those purchases 
happen online, in-store, or both.

Beyond that, I always recommend looking at repeat purchase rate and average order value. Strong 
clienteling increases both, and ultimately these two metrics result in higher lifetime value. The 
average Endear customer sees a 70% increase in order frequency and 18% increase in AOV. If your 
outreach strategy isn’t giving those metrics a boost, it’s a sign the program needs better targeting, 
better messaging, or better coaching for associates.



Avoid These Pitfalls

Over-Communication Without Strategy
• Sending messages without clear limits or purpose: this 

can rapidly erode customer trust.
• Avoid blending marketing newsletters with personal 

associate communications. 
• Clienteling can, and should, amplify marketing efforts.

Ignoring High-Value Communication Channels
• Relying solely on email (even given average response 

rates below 2%) misses opportunities.
• High conversion channels are being seen on WhatsApp 

or SMS.

Inconsistent Attribution Policies
• Changing rules between online and store teams leads to frustration and 

decreases adoption.
• Overly rigid or overly loose influence windows.
• Associates need clarity on how clienteling tools work, how 

communication permissions operate, and what metrics matter.
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Next Steps: Getting It Right

• A single, holistic customer profile - increasingly 
important to understand and better address the needs 
of your high value customers.

• Higher conversion rates through personalised, timely 
outreach. The more personal, the better!

• Fair, transparent sales attribution 
motivating associates

• Stronger, more consistent customer 
experiences, which in turn boosts loyalty.

• Operational efficiency from reduced manual work - 
those who use tools to simplify workflows will 
benefit from efficiency gains.

1

2

3

4
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In order to avoid the pitfalls as described in this guide, it’s important to set 
guardrails, to unify customer communication and to avoid duplication or sliding 
towards using personal outreach as a marketing channel.

Building a unified, omnichannel customer strategy requires integrating data, refining 
communication workflows, aligning attribution rules, and empowering associates. 
Retailers and brands that succeed in this transition benefit from:

!



Endear is the CRM and clienteling platform built for retailers to drive more sales. By unifying online and 
in-store data, Endear helps store teams personalise outreach, track results, and drive more revenue. 

Segment customers, send trackable messages via email, SMS, or WhatsApp, and utilise tools like 
Appointments and AI Notetaker to scale clienteling without losing the human touch.

About The Retail Hive

The Retail Hive brings senior retailers together to soundboard, ask questions, 
benchmark and collaborate as a collective. They do this by providing safe, co-owned 
and curated environments for retailers and partners to build meaningful relationships, 
give one another value, identify solutions, and promote best practice

www.thehive-network.com/the-retail-hive 

https://www.thehive-network.com/the-retail-hive/

