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 WHO AM I?

Matthias is co-founder of BossData. After working for a Dutch online marketing agency for several years, he decided to set up 

his own agency. A few years later, his team consists of 15 employees and he works on loyalty projects at deSingel, Bel & Bo, 

United Nations and many others. He is always eager to share strategic advice and a well thought-out step-by-step plan.

MATTHIAS LAQUEUR

Co-Founder BossData
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WHY LOYALTY?
Why should I care and why is the 

importance of loyalty still growing?
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Awareness is growing
Does growth only equal new clients? 

Of course not, it’s all about finding 

balance. 
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Why Loyalty Matters
Today, the ability to identify profitable customers, creating a long-term loyalty 

in them and expanding the existing relationships are considered as the key and 

competitive factors for a competitive / profitable organization.

WHY 

80% of future sales will come

from 20% of your customers. 

Your top 10 % of customers spend 

3 times more on average than your 

other customers. 

Increase in profits when a 

company increases its customer

 retention by just 5%. 

80 3 25
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Importance grows 🚀
Several factors skyrocket the importance of customer loyalty. The 

world has changed and companies must change with it. 

WHY 
01

Increased competitiveness
The online marketing landscape is getting saturated. 

Increased supply results in increased CPC 

& CPM prices. 

02

Decreased Consumer Loyalty
Consumers hold far more power than ever. They have 

to get what they want, whenever they want, from whoever

they want. They switch brand without hesitation.

03

‘Smarter’ Consumers
Gone are the days of batch and blast emails. Companies 

sending out impersonal and general email are losing

customers. Increased transparency increases this. 

04

Adoption of ML technology
In the past marketers tended to measure loyalty as a

historical KPI. Machine learning allows marketers to 

avoid churn before it happens. 
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Why will loyalty let you win?
You get answers to your most important business / marketing questions 

`

Business questions

“What will my customers spend for the 
next xx years?“

“How much can a new customer truly 
cost?” 

Business
Marketing questions

“Are there changes in customer 
loyalty behavior over time? 

Who are my most valuable clients I 
cannot afford to loose?”

Marketing
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MARKETING
Quantify customer goodness / loyalty 

by leveraging RFM segmentation. 
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Recency
Time passed since last 

purchase.

(M)

Frequency

Monetary

Total amount of purchases
made over time. 

Total monetary value 
spent with firm. A 

subsegment of RF.

F

R

Segment customers based on previous 
purchase behavior. 
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RFM Matrix
How do you tell the most relevant customers apart from the crowd, and how should you be 
communicating with them? 

Then there’s the question of which new customers might be guided towards becoming loyal 
devotees, returning time and again. 

And what about those historical VIPs who haven’t been active recently? Did we do something 
wrong? 

Recency
Time passed since last 

purchase.

(M)

Frequency

Monetary

Total amount of purchases
made over time. 

Total monetary value 
spent with firm. A 

subsegment of RF.

F

R

Segment customers based on previous 
purchase behavior. 

Everyone knows that these groups are different, and should 
be attended to differently. This is where RFM comes into play. 
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RFM identifies 3 Types of Customers
Not all customers are created equal. So why should 

you treat them all the same?

1 2 3

HOW DO I SHOW I LOVE THEM?

This segment has either not bought a lot 

from your business * (low frequency) or has 

bought a while ago (low recency) (or both). 

Highest Value Medium Value Lowest Value

This segment has bought a lot 

(high frequency) and has bought very

recently (high recency) as well. 

HOW DO I MAKE THESE LOYAL? HOW CAN I MAKE THEM BUY AGAIN?

* This does not include new customers 

that have not yet been able to prove themselves. 

This segment has bought quite some 

times (average / high frequency) and has 

bought quite recently (average / high recency) 

as well. 
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Highest Value Customers

How do I make sure my most engaged users remain

hooked on my service / product / app / .. ?

These users are your most active clients. 

They have the highest recency and frequency scores. 

These clients love engaging with your service / product 

and have incorporated it into their personal habits.

These users have the highest frequency of

use with strong recency. Healthy users who use 

your product or service frequently, but aren’t as 

active as your champions.

Champions Loyal CustomersA B Potential LoyalistsC

These users have shown a recent uptick in 

engagement and are primed to become

loyal customers or champions.
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Highest Value Customers

We want to show these customers a lot of love but not that much that we 

start annoying them. This segment ranges from your champions to loyal customers.

They are right where we want them to be. 

Acquisition - Make Lookalike audiences

It is common practice to make lookalike audiences from your 

audience that bought with you. Let’s take it one step further and 

create lookalike audiences from your best 10% clients. 

Retention - Early Access to new products or test out samples

Make them feel special by letting them test out new products. We 

can also offer them samples of products they haven’t tried yet. 

4
Retention - Exclude them from current campaigns

Exclude them from certain campaigns because we do not want

to annoy them with irrelevant messages. Also, perhaps refrain

of using discounted pricing. 

Retention / Acquisition - Make them ambassadors

Give them rewards whenever they sign up new customers via their

unique coupon / referral code.  
3

1

2

Marketing Strategies

HIGHEST RECENCY AND HIGHEST FREQUENCY
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Highest Value Customers

We want to show these customers a lot of love but not that much that we 

start annoying them. This segment ranges from your champions to loyal customers.

They are right where we want them to be. 

7

5

6

Marketing Strategies

HIGHEST RECENCY AND HIGHEST FREQUENCY

Retention - Give great Benefits

You might consider rewarding these customers with ‘Free Shipping’ 

or other great benefits (e.g. add surprise to package). Or perhaps actively

reach out to them on a personal level (e.g. phone call)

Retention - Smart Up and Cross Selling

Try and recommend products based upon their activity & by looking

at what similar customers liked. You can sell more high value products

to this segment of customers. 

Retention - Automatic Renewals / Subscription Models

If you are selling consumable products, be sure to get these people to 

sign up for an automatic renewal (with a 5% discount perhaps).

8 Retention / Acquisition - Celebrate Milestones

Find added value that is unique to your business. 
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Medium Value Customers

How do I encourage clients to use my service / product 

/ app / .. more often ?

These clients have recently shown interest 

in your product / service, but haven’t yet 

made a lot (or zero) repeat purchase. As 

with new clients, these clients represent a 

lot of potential. 

These users are ‘on the fence’. They 

represent an opportunity to engage before 

they lose interest. They are often described 

as your average customer (average recency 

& frequency). 

Promising Needs Attention
These users used to purchase quite a lot, but 

haven’t shown much recent activity. These are 

your former power users. They are strong 

candidates to  re-engage as they understand 

your brand. 

Can Not Lose ThemA B C
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Medium Value Customers

We identify ‘Medium Value Customers’ as a segment of buyers / users that 1) have 

bought not so long ago but not a lot of times, 2) having bought a 

lot of times but not so recently or 3) have bought not that long ago and not that frequently. 

These segments have to be incentivized to become our most valuable customers (again). 

3

1

2

Marketing Strategies

HIGH RECENCY OR HIGH FREQUENCY

Retention - Outstanding Onboarding Process

This tactic is of crucial importance to customers that have bought 

recently but are quit new to your service / product. They have to be 

incentived to buy again. 

Retention - Add to Cart / Product Viewed Campaigns

If they have bought a while ago and start visiting your website again, 

make sure to target them ‘aggressively’. They have to start making 

repeat orders, otherwise they might not be worth future investments. 

Retention - Introduction to Loyalty Program (!)

Several ways to set this up (tier based / points only / ..). It is the ideal 

way to infer repeat purchases while lowering focus on discounts. 
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Medium Value Customers

We identify ‘Medium Value Customers’ as a segment of buyers / users that 1) have 

bought not so long ago but not a lot of times, 2) having bought a 

lot of times but not so recently or 3) have bought not that long ago and not that frequently. 

These segments have to be incentivized to become our most valuable customers (again). 

4

5

HIGH RECENCY OR HIGH FREQUENCY
Retention - Surveys

It’s simple. Question these people. You should ask loyal customers 

why they stop decreased their spending. Perhaps you can help them

out or tailor your product more specific to their needs. Similarly, you should

ask one time buyers why they are not buying a second time. 

Retention - Join Community

Make sure they get in touch with other consumers of your product / service. 

Your current customers can convince them of your product / service. . 

Marketing Strategies
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Lowest Value Customers

How do I make sure I don’t lose my customers?

These are visitors that bought not that long ago. 

If we do not start converting these into repeat 

buyers, they are going to be hibernating very

soon. 

Also known as formerly active users. They

used to buy quite often at your service but

have shown a recent drop in recency. Customers

like these have gone ‘cold’. 

About to Sleep At Risk

These users are the hardest to convince of your 

product or service. They have not bought a lot and it

has been a very long time since they have bought. They 

are considered dormant. 

HibernatingA B C
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Lowest Value Customers

3

1

2

Marketing Strategies

We identify ‘low value customers’ as a segment of buyers / users that have 

not bought an awful lot of times and quite some time ago as well. They represent 

a big opportunity to engage with before they lose interest. They are about to 

‘go to sleep’.

LOWEST RECENCY AND LOWEST FREQUENCY

Retention - Exclude from certain campaigns

Customers like these are hard to retain. There are several reasons why

they are not making repeat purchases, reasons we can not even influence. 

That is why it is an option to not target them through expensive marketing 

channels but only through ‘cheaper’ channels like ‘e-mail’. 

Retention - Re-engagement discounts

Loyalty programs are often based on discounts only. We believe this 

is not the right way of doing things. However, if you are losing customers

anyway, you could give out discounts as one last attempt. 

Retention - On Site Personalization

Show specialized offers or surveys to these segments when they revisit 

your website. * This tactic can be applied to any previously mentioned 

customer segment as well. 
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AUTOMATION
RFM Segments and tactics are the building 

blocks of your newly improved retention 

tactics. But how do you tie it all together?
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Automation in 4 Steps
What steps should you walk through to leverage RFM segments 

and improve your 

4 STEPS

01

Automate RFM Segmentation
You can’t just calculate your RFM segments once. 

You need them to adapt daily, preferably with every

new order that enters your backoffice. 

What do you need? Customer Purchase History

02

Prioritize 
Everyone has limited time & resources available, you’ll 

need to dig into your numbers and find out what segment 

needs the most attention.

What do you need? A Goal & KPI Framework

03

Define Marketing Tactics
Gone are the days of batch and blast emails. Companies 

sending out impersonal and general email are losing

customers. Increased transparency increases this. 

What do you need? A creative mind and inspiration. 

04

Connect with Marketing Automation
In step 1 RFM segmentation was automated, in step 4 

you’ll automate marketing. Someone entered the ‘Champions’

segment? Great! They’ll receive an invitation to the HQ. 

What do you need? Marketing Automation Software
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EXAMPLE

RECENCY CLASS : 5

FREQUENCY CLASS : 4

M VALUE : €305.9

RFM SEGMENT : CHAMPION
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EXAMPLE

RECENCY CLASS : 1

FREQUENCY CLASS : 4

M VALUE : €305.9

RFM SEGMENT : CAN NOT LOSE
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BUSINESS
Predicting entire customer lifetime 

value of client base by leveraging 

RFM (and possibly other parameters). 
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CUSTOMERS TO BE
use historic group purchasing 

behavior

EXISTING CUSTOMERS
We have a history with them:

use individual purchasing behavior

If they become a client, they still have their 

entire expected customer lifetime value

Have already spent part of their CLV, but have

remaining residual lifetime value 

CUSTOMER EQUITY

+

FORWARD LOOKING / PROBABILISTICBACKWARD LOOKING / DETERMINISTIC
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CUSTOMERS TO BE
use historic group purchasing 

behavior
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number of years after initial purchase

1 yr value 38,00 EUR

2 yr value 45,99 EUR

3 yr value 51,76 EUR

4 yr value 56,39 EUR

5 yr value 60,09 EUR

6 yr value 63,22 EUR

7 yr value 65,98 EUR

8 yr value 68,16 EUR

9 yr value 69,77 EUR
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EXISTING CUSTOMERS
We have a history with them:

use individual purchasing behavior

Create model for each individual customer RFM behavior = calculate probability of being ‘alive’

CUSTOMER A CUSTOMER B CUSTOMER C
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EXISTING CUSTOMERS
We have a history with them:

use individual purchasing behavior

Aggregated predictions of 
all customers Train machine learning model

As you can see the model 
slightly overestimates the 
return in early cohorts but 
does a nice job for the 
cumulative in 2017 & 2018.
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Churn / CLV Flavors

Many businesses understand the 

importance of churn and engineer a 

predictive model to analyse and identify 

churning users.There are various flavors 

to define user churn. One commonly used 

definition is “the probability that a user will 

cease buying from an e-commerce 

business in the future.”
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Who We Are

We think alongside you. Together, we define what you want to achieve as a 

company. What are your business objectives? Where are you going? 

01

We take your business reality into account by looking at your company’s bottom line. 

This way, the ambitious goals we set together truly develop your business 

and put you ahead of the curve.

We are committed to continuously impact our partners’ businesses by 

setting the bar in an ever growing digital landscape and to foster an 

environment in which people become the best version of themselves. 
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Our values

Our goal is to create and implement digital marketing strategies for our clients and to be a deciding 

part of the tactical execution of such strategies. It is based on these 6 key pillars.

01

Completely Candid. We say what we think even 

if it is considered controversial.

01

03

02

04

06

05Outspoken Ownership. We stand up and take

responsibility.

True Transparency. No hidden agendas.

We are open about all aspects of business.

Incurable Curiosity. We have a constant 

desire to learn.

Solid Commitment. We care and believe 

In what we represent. 

Exulting Equality. Every voice counts and 

has an equal weight.


