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This eBook guides you through five customer stratification steps so 
you can focus on your best customers and minimize time wasted on 
unprofitable partnerships to maximize business growth. We’ll help you:
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Customer Stratification
/ˈkə-stə-mər stra-tə-fə-ˈkā-shən/ noun

The act of classifying customers into categories on the 
basis  of one or more chosen criteria.
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Step 1—Understand the 
Benefits of Stratification
With competition growing from online vendors and global enterprises, retaining a loyal customer 
base and growing profits takes more work than ever before. Leaders in the Building Supply 
industry know that not all customers are equal—some bring in big sales but come with big 
demands, while others offer steady revenue with minimal effort. Customer stratification is a tool 
that can help your organization identify which clients warrant greater investments of your time 
and energy and which ones erode your profits by overloading your resources with demands. 
Armed with this information, you can optimize prices, improve negotiation, deploy your sales 
force more effectively, optimize compensation, grow in new ways, and increase the impact of 
your marketing efforts.
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Assess  profitability
You can get a holistic picture of a customer's value 
that includes both margins and gross profit.

Set  expectations
You can identify—and say "no" to—requests from 
customers that will drain your resources and yield 
little benefit to your business

Build  relationships
You're positioned to develop mutually beneficial 
relationships with your top customers.

Retain  customers
You know where to focus your sales, marketing, and 
service efforts to retain customers that will help  your 
business grow.

Find  opportunities
You can uncover product categories or added services 
that deliver more value to your customers and profit to 
your  bottom line.

Take  advantage
Your business management  software should already 
have the data you need to make strategic decisions—
use stratification to maximize your return on 
investment.

How 
customer 
stratification 
can build 
business 
growth
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Step 2— Explore The Four Customer Types
Customers generally fall into one of four types—core, opportunistic, marginal, and service drain

Loyalty Loyalty

Profitability Profitability

Spending Spending

Ease Ease

Core
Your ideal customers

Opportunistic
Your competitors’ customers

Your “core” customer is loyal, spends a lot of money with your 
business, generally requires minimal effort and attention to 
keep happy, and is the most profitable type for your business. 
These are the customers who deliver the best return on 
investment for your time and other resources. 

The “opportunistic” customer probably spends most of their 
money with a competitor, but they spend a decent amount 
at attractive margins with minimal effort on your behalf when 
you’re able to capture their attention.

Epicor for Building Supply



Five Steps to Boost Profitabiliy Through Customer Stratification | 7

Epicor for Building Supply

Loyalty Loyalty

Profitability Profitability

Spending Spending

Ease Ease

Marginal
Your discount customers

Service Drain
Your demanding customers

The “marginal” customer cares about one thing—getting 
a deal. They want the best price possible and they’ll look 
anywhere to get it. When they do choose you, it’s probably at 
small margins for a tiny profit.

The final type can be tough to differentiate from the core 
customer—they spend a lot and are typically loyal to your 
business. They differ from your ideal customer, however, in 
that the price to keep them happy may be more than you can 
afford. The “service drain” customer will take a lot of effort to 
win and keep. Their spending volume can trend dangerously 
close to the costs you incur to retain them.
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Step 3—Ask These Important Questions

What metrics matter most?
Before you can segment your customers into strategic 
groups, you need to determine what’s most important 
to your organization. How does your business stand 
out? What core services and products must you 
offer? What new approaches are you looking to offer 
your most valuable customers? Documenting what 
matters most to your company will help you assign 
a weight value to the metrics you use  for customer 
stratification. Metrics can include things like the 
customer’s net profitability, speed of payment, 
number  of order lines, average margin, or others.

What grading scale  makes sense?
Once you’ve documented your priorities, assign 
weighted values to each metric you identified. 
Establish high and low thresholds to help quickly 
assign a value to each customer in your database. 
This is particularly important if you have a large 
number of active customer accounts.

Where does each  customer fall on 
that scale?
After your scale is set with clear metrics to apply to 
each customer, it’s time to apply those metrics. Use 
your customer data to evaluate each customer using 
the scale you’ve set. Good news—if your company 
uses Epicor® BisTrack™, the built-in Customer 
Stratification feature can do this for you.
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Inventory strategies
Once you’ve identified which 
category each customer falls into, 
plan your inventory around them. 
Stock items your core customers 
buy, and eliminate those that  
attract only your service drain  
and marginal customers.

Pricing strategies
Don’t just use your cost and a 
multiplier to set pricing—instead, 
compute the total cost of selling an 
item. Don’t be afraid to vary prices 
by customer to retain your most 
profitable customers.

Marketing strategiess
Stress your value proposition to opportunistic and core 
customers, including at industry events. Use simpler, price-
focused messaging strategies such as email blasts and 
website promotions for marginal customers looking for  
a bargain.

Sales strategies
Help your sales staff concentrate their 
selling efforts on core customers. 
Reward sales to opportunistic 
customers as well. Point service 
drain customers toward self-service 
options. Focus sales commissions on 
the gross margin for core customers 
to reinforce your priorities.

Customer strategies
Stay focused on delivering top-tier service to your core 
customers, targeting opportunistic customers with marketing 
communications, setting prices that limit the financial impact 
of marginal customers, and minimizing resources consumed 
by service drain customers.

Step 4—Apply Strategies to Maximize Results



10 | Five Steps to Boost Profitabiliy Through Customer Stratification

Step 5—Sustain Success With a Focus on Customers

Stretch
Expand your current offerings  to 
adjacent product areas, locations, 
and services to deliver more value 
to—and revenue from—your core 
customers.

Protect
Protect your best customer 
relationships by delivering higher 
service levels and loyalty incentives 
so you remain the first choice for your 
core customers and become the first 
choice for customers on the cusp.

Eliminate
Don’t be afraid to say goodbye—gently—to some of your 
marginal and service drain customers by raising pricing and 
charging fees for special services that drain your resources.

Examine
Continually evaluate the services 
and range of products you sell. For 
example, where selling costs are high, 
raise prices or cut costs by moving 
some items online  or adding fees for 
delivery  and re-stocking.

Develop
Focus your efforts on opportunistic and core customers, 
tailoring your value proposition to support  your strategy. 
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We’re here for the hard-working businesses that keep the world turning. They’re the companies that make, move, and sell the things we all need. They trust Epicor to help them 
do business better. Their industries are our industries, and we understand them better than anyone. By working hand-in-hand with our customers, we get to know their business 
almost as well as they do. Our innovative solution sets are carefully curated to fit their needs and built to respond flexibly to their fast-changing reality. We accelerate every customer’s 
ambitions, whether to grow and transform, or to simply become more productive and effective. That’s what makes us the essential partners for the world’s most essential businesses.
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To learn more about the Epicor BisTrack Customer 
Stratification solution, download the fact sheet today.

http://epicnet/sites/mrc/_layouts/15/WopiFrame.aspx?sourcedoc={87A1107B-17DF-4E8C-9CA3-21084A03097B}&file=Epicor-BisTrack-Customer-Stratification-FS-ENS.pdf&action=default&DefaultItemOpen=1 

