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CLIENT SEGMENTATION 

Segmentation Guide 

A practical framework for organizing client relationships, setting service levels, and 
turning insight into action. 

GUIDING PRINCIPLE 
Segmentation helps the firm choose the right level of service, make opportunities visible, and 
support more clients without losing relationship quality. 

 

WHAT THIS FRAMEWORK ENABLES 

1  PRIORITIZE 
Match service levels and meeting 
cadence to each relationship. 

2  DELEGATE 
Give every team member the 
context and next action needed to 
respond. 

3  GROW 
Surface unmet needs, life events, 
referrals, and requalification 
opportunities. 

 

HOW TO USE THIS GUIDE 

1 Align the model: Agree on the ABCD definitions, minimum service standards, and decision 
guardrails. 

2 Classify the known core: Start with clients the team understands well and document the reason for 
each decision. 

3 Qualify what is uncertain: Use a temporary qualification status, gather current information, and 
avoid premature conclusions. 

4 Make it operational: Record the segment in the CRM, assign a next action, and review classifications 
as circumstances change. 

 

EXPECTED 
OUTCOME 

A living client-service model in which every client has a segment, a qualification 
status, a documented rationale, and a clear next action. 
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1. Guide Intent 

This guide proposes a way to segment a financial services client base using a simple, flexible ABCD 
model that can be used in a CRM. It is designed for a growing firm where client relationships are 
strong, but volume makes it difficult to service clients at the expected level. 

The goal is not to replace the advisor's judgment. The goal is to make that judgment transferable, 
documented, and actionable by every role supporting the relationship: new business, in-force 
business, development, and so on. 

Key message 

Strong segmentation is a service model. It shows who should be contacted, when, by which role, 
with what type of meeting, what data must be updated, and what opportunities should be 
explored. 

 

2. What is segmentation 

Segmentation is an internal lens that classifies clients by relationship level, potential, complexity, 
engagement, and needs to be covered. It should never become a public label or a rigid promise. 

• It helps prioritize meetings and follow-ups. 
• It makes service standards explicit: frequency, content, owner, deliverables, and required 

notes. 
• It helps uncover hidden opportunities: insurance, investments, retirement, estate planning, 

business, tax, and referrals. 
• It turns growth based on personal relationships into growth a team can sustain. 

3. Why segment now 

At small scale, a firm can run on strong relationship memory: a few people remember each family's 
stories, opportunities, and specifics. With growth, that model becomes fragile. The risk is not only 
missing a sale; it is also missing a follow-up, an update, a family transition, a business change, or a 
compliance obligation. 
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Areas Concrete impact for the firm 

Client experience 
Important clients no longer depend solely on one person's availability. 
Follow-ups become predictable and consistent. 

Delegation 
Roles can act with context: segment, next action, follow-up reason, history, 
missing documents, and open opportunities. 

Development 
Opportunities are classified and relaunched. Development becomes a 
process, not just a sequence of spontaneous referrals. 

Compliance 
File reviews, updates, beneficiaries, profiles, and meeting notes are 
triggered by processing standards. 

Profitability 
The firm sees where time is invested, which files require significant service, 
and which clients still have untapped potential. 

Growth and 
succession 

Knowledge is documented. The firm becomes less dependent on one 
person's memory and easier to scale. 

 

Stage shift 

The question is no longer only: Can this client be profitable? The question becomes: What system 
lets us recognize profitable clients, clients with potential, and clients to qualify before the 
opportunity gets lost in the volume? 

 

4. Addressing concerns about segmentation 

Concerns about segmentation are legitimate, especially in a firm where personal relationships 
have long been a competitive advantage. The answer is not to impose a rigid grid. The answer is to 
put guardrails in place that protect the relationship and improve opportunity detection. 

Concerns Real risks Recommended guardrail 

Fear of losing the 
relationship 

The client may feel transferred 
or classified. 

Keep a referring relationship field, plan a 
gradual introduction, and document 
relationship preferences. 

Fear of missing an 
opportunity 

A simple client today may 
become important tomorrow. 

Add a “to qualify” status, mandatory 
discovery questions, and life or business 
triggers. 

Fear of ignoring a 
profitable client 

Profitability may be invisible if 
the data is incomplete. 

Measure potential and data 
completeness, not only current revenue. 
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Concerns Real risks Recommended guardrail 

Fear of creating 
client discontent. 

Poor segmentation can lead to 
a poor client experience. 

Define a minimum standard for every 
segment: access, response time, 
compliance, courtesy, and 
documentation. 

Fear of freezing the 
decision 

The segment becomes 
permanent even if the situation 
changes. 

Require a review date, classification 
reason, and reclassification rule after any 
important event. 

 

ABCD segmentation should not be used in isolation. Each client should also have a defined profile, 
qualification status, and clear next action. A D-segment client with a scheduled follow-up is more 
valuable than an unclassified client with no defined plan for re-engagement. 

5. Proposed ABCD model 

The recommended model separates three pieces of information that are often blended: service 
segment, client profile, and relationship. This separation reduces the risk of error. An entrepreneur 
can be A, B, C, or D depending on the relationship, needs, and potential. 

• ABCD segment: operational priority and service level. 
• Client profile: family, entrepreneur, professional, pre-retirement/retirement, or another 

relevant profile. 
• Relationship depth: personal insurance, investments, retirement, estate planning, business, 

or full services. 

Segment Definition Service standard 

A - Full service 
Broad or highly strategic relationship. 
Multiple needs, high complexity, high 
potential, or significant influence. 

Regular meeting, documented action 
plan, and proactive opportunity 
follow-up. 

B - Grow 

Active client with a strong relationship 
or clear potential: evolving family, 
entrepreneur, professional, pre-retiree, 
or client with an uncovered need. 

Annual or 12-18 month review, 
relevant development campaign, and 
proactive opportunity follow-up. 

C - Standardized 
service 

Stable client, specialized need, or 
single-domain relationship: personal 

Structured follow-up, review every 18-
24 months or by trigger, compliance 
update, etc. 
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Segment Definition Service standard 

insurance, investment, or 
maintenance file. 

D - To qualify 

Dormant relationship, incomplete 
data, client unknown to the team, or 
file whose potential has not been 
validated. 

Requalification campaign, update 
invitation, response triage, and quick 
reclassification if a need emerges. 

 

Prudence rule 

A D segment does not mean the client has no value. It means there is not enough recent information 
to determine the appropriate service level. The right response is to qualify the client, not set them 
aside. Once qualified, determine whether the client should move into a higher segment or whether an 
exit strategy is more appropriate. 

 

6. Structure segmentation without losing relationships 

The sequence below helps move from a highly personalized relationship to a shared structure 
without breaking the historical link. It accounts for a core of well-known clients and a larger pool 
that must be met or requalified. 

1. Define the non-negotiables: Each client keeps a minimum standard: response time, file 
notes, compliance, service access, and possibility of reclassification. 

2. Classify the known core first: Segment well-known clients using the owner or principal 
leader's judgment, then document the reason for classification. 

3. Create a “To meet status”: Lesser-known clients should not be forced too quickly into A, B, C, 
or D. They should receive a temporary qualification status. 

4. Use a simple grid: Evaluate relationship, potential, complexity, engagement, available data, 
recurring revenue, service risk, and opportunities. 

5. Assign a next action: A segment without a next action is not useful. Segmentation must 
generate a task, meeting, campaign, or check. 

6. Plan for exceptions: Some clients deserve treatment above the score: family influence, 
referral, strategic proximity, business transition, estate matter, or life event. 
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Suggested scoring grid 

Criteria 1 2 3 

Current relationship Weak or dormant Active but limited 
Strong, lasting, or 
strategic 

Potential No visible need Likely need to validate 
Multiple needs or major 
change 

Complexity Simple file 
Some issues to 
coordinate 

Family, business, 
retirement, estate, or 
tax 

Engagement 
Does not respond, or 
rarely 

Responds to follow-ups 
Attends meetings and 
provides information 

Revenue generation Low Medium High 

Service risk Low Medium 
High: compliance, 
expectations, 
sensitivity, or timelines 

 

The score should not decide the segment by itself. It makes the discussion more objective and 
helps identify files to review. The final decision must always include professional judgment and 
qualitative information. 

7. Structure segmentation in the CRM 

The CRM must become the firm's operational memory. Segmentation is useful there only if it 
produces views, tasks, reminders, dashboards, and better coordination between roles. Avoid 
creating fields that do not change any action. 

CRM field Possible values Use 

ABCD segment A, B, C, D, or to qualify Trigger the service cadence and priorities. 

Client profile 
Family, entrepreneur, 
professional, retirement, other 

Adapt language, campaigns, and 
discovery questions. 

Qualification 
status 

Known, to meet, incomplete 
data, to reclassify 

Avoid overly quick conclusions about 
lesser-known clients. 

Last meeting Meeting date and type Measure actual relationship coverage. 
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CRM field Possible values Use 

Next action 
Task, campaign, call, review, 
document to obtain 

Turn the segment into concrete execution. 

Segment reason 2 or 3 standardized sentences 
Make the decision explainable and 
reviewable. 

Triggers 
Family event, business, 
retirement, tax, referral 

Capture opportunities as they appear. 

 

Useful work views and filters 

• A clients without a strategic meeting planned in the next 12 months. 
• B clients with a likely personal need. 
• C clients whose review, profile, or compliance is coming due. 
• D or to qualify clients without recent contact. 
• Files with incomplete documents, beneficiaries, notes, or know-your-client data. 
• Opportunities from referrals, campaigns, annual meetings, and life events. 

Reasonable automations 

• Create a review task based on the segment cadence. 
• Generate a pre-meeting preparation list: missing documents, last contact, products, 

beneficiaries, investor profile, and important notes. 
• Trigger a reminder after a family, professional, or business status change. 
• Create a reclassification task after a discovery meeting, new business, or campaign 

response. 
• Highlight files without a next action, since these are the clients easiest to forget. 

9. When to review segmentation 

Effective segmentation should remain dynamic. Each segment reflects the best available 
assessment of the client at a given point in time, not a permanent classification. Any change in 
segmentation should be documented with the date, rationale, decision, and next action. 
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Moment What to check 

Annually 
Overall segment calibration, service capacity, recurring revenue, clients 
without next action. 

After a meeting 
New information, uncovered needs, change in engagement level or 
complexity. 

After a life event 
Marriage, separation, birth, death, retirement, sale of a business, real 
estate purchase, estate matter. 

After a campaign 
Positive responses, no response, meeting requests, interest in a specific 
topic. 

During an internal 
change 

New capacity, new role, client-base acquisition, change in offer or 
process. 

After two unanswered 
follow-ups 

Move to requalification, change the channel, or review the priority level. 

 

Simple rule 

No client should remain indefinitely in a segment without a latest verification date. 

 

10. Implementation roadmap 

Implementation should be gradual. The goal is not to perfectly segment every client in one event. 
The goal is to create a system that improves with each meeting and quickly produces actionable 
insights. 

Period Objective Actions Expected result 

0-30 days Frame the model 
Define A, B, C, D; create CRM fields; 
segment the known core; establish 
the minimum standard. 

Validated definitions, 
first clients classified, 
basic CRM views. 

31-60 days 
Qualify the lesser-
known pool 

Launch “to meet” lists; use a short 
questionnaire; document 
classification reasons. 

Reclassified clients, 
enriched data, first 
opportunities 
identified. 

61-90 days Operationalize 
Activate recurring tasks, segment-
based campaigns, dashboards, and 
exceptions review. 

Follow-up rhythm, 
clear responsibilities, 
monthly indicators. 
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Period Objective Actions Expected result 

Quarterly Adjust 
Review capacity, exceptions, clients 
without a next action, and segments 
that generate opportunities. 

Living model, more 
reliable data, better 
prioritization. 

 

11. Success Indicators 

Indicators should measure structure quality, not just sales. Successful segmentation appears 
through strengthened client relationships, structured follow-up cadence, fewer missed items, and 
the ability to identify opportunities more systematically. 

Dimension Possible indicators 

Coverage 
% of clients with a segment, qualification status, last meeting, and next 
action. 

Execution 
Overdue tasks, reviews due, new business processing time, incomplete 
files. 

Development 
Opportunities created by segment, conversions, referrals received, 
campaigns that generate meetings. 

Relationship quality 
Response rate, satisfaction, retention, client feedback, participation in 
reviews. 

Compliance Required updates, meeting notes, missing documents, profiles to review. 

Profitability 
Recurring revenue, service time, uncaptured potential, high-effort clients 
without an action plan. 

 

For a growing firm, segmentation is more than an administrative exercise; it is part of the 
infrastructure for growth. It helps protect the client relationship, supports effective delegation, 

makes opportunities more visible, and preserves a high level of personal service as client 
volume increases. 

The strongest segmentation frameworks remain dynamic. They begin with the information 
available today, become more accurate with each client interaction, and allow clients to be 

reclassified as their needs, circumstances, and opportunities evolve. 

 


