When Process Beats Traffic: The Trakwell
Advantage

In September 2025, two furniture stores in the same U.S. state told dramatically different stories. Both faced
similar foot traffic. Both operated in identical market conditions. Yet one store closed 57% more sales than the
other—not through luck or location, but through systematic execution of proven best practices. This case study
reveals how Trakwell's CRM, Photo Upboard, and data-driven staffing protocols transformed Store T into a
conversion powerhouse, while Store C struggled with the same challenges plaguing retailers nationwide: missed
greets, overwhelmed staff, and lost follow-ups. The difference wasn't just in numbers—it was in process,
discipline, and accountability at every customer touchpoint.
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The Tale of Two Stores

Store T: Trakwell-Adopted Store C: Control Store

242 visitors in September 289 visitors in September

140 sales closed 89 sales closed

57.9% conversion rate 30.8% conversion rate

2.10 shoppers per rep 3.10 shoppers per rep

Consistent CRM capture, disciplined follow-up, Inconsistent CRM usage, weaker follow-up protocols,
capacity-controlled peak days, Photo Upboard overloaded staff during peaks, limited accountability
accountability systems

Store T achieved a _ over Store C—not through more traffic, but

through better execution. With actually fewer visitors, Store T generated 51 more sales for the month. The
throughput problem that plagues most retailers was solved through Trakwell's systematic approach to capacity
management, customer capture, and follow-up discipline.



Head-to-Head: When Traffic Is Equal

The most revealing insights come from days when both stores experienced nearly identical foot traffic. These
matched days eliminate the "we need more visitors" excuse and expose the true between disciplined
execution and ad-hoc operations.

September 6th September 7th

Traffic: T=25, C=24 Traffic: T=26, C=23

Store T: 17 sales (68%) Store T: 17 sales (65%)

Store C: 7 sales (29%) Store C: 8 sales (35%)

September 25th The pattern is unmistakable: with similar traffic,

Traffic: T=28, C=27 Store T routinely doubles Store C's close rate—and
often doubles the day's sales. This isn't about

Store T: 19 sales (68%) market conditions or seasonal fluctuations. It's

Store C: 9 sales (33%) about having systems that work when customers

walk through the door.



Four Pillars of Trakwell's Conversion Lift

01

Capacity Control (Floor Load)

Conversion stays high when shoppers per rep remains
at or below 2.5. Store T averaged 2.10—protected
capacity that prevents queues and drop-offs. Store C
averaged 3.10, creating the overload that kills
conversion during peak windows.

03

The Follow-Up Machine

Follow-up capture versus misses: Store T ~126%
(captured and re-engaged more people than the month's
total misses), Store C ~79.5%. Store T turns "not today"
into "yes this week" through systematic CRM discipline.

02

First-Visit Closing Discipline

Store T's 57.9% weighted conversion indicates strong
first-visit closing across all day types. Store C's
conversion collapses to the teens and 20s on Saturdays,
signaling broken triage and missed "buy-now"
moments.

04

Photo Upboard Accountability

Store T reviews Photo Upboard to ensure greets happen
within 60 seconds and audits peak windows for missed
opportunities. Store C lacks consistent verification and
post-mortems on underperforming hours.



The Revenue Impact: Six Figures Per Month

Let's translate conversion points into actual revenue. Store T generated 51 more sales than Store C in September.
But if Store C had matched Store T's 57.9% conversion rate on its 289 visitors, it would have closed approximately
168 sales—a gap of 79 units versus its actual performance.

$77K  $119K $158K $198K

Conservative Conservative (Full Mid-Range (Full Gap) Premium (Full Gap)
Scenario Gap) 79 incremental sales at 79 incremental sales at
51 incremental sales at 79 incremental sales at $2,000 average ticket $2,500 average ticket
$1,500 average ticket $1,500 average ticket

These aren't theoretical projections—they're the documented difference between systematic execution and
inconsistent operations. Trakwell's capacity control, CRM follow-up discipline, and Photo Upboard accountability
translate into six-figure monthly revenue swings in the same state, same category, same season. The question isn't
whether you can afford to implement these practices. It's whether you can afford not to.



The Trakwell Playbook: What Store T Did

Differently

Staff to the Ratio, Not
the Calendar

Target <2.5 shoppers per rep
during forecast peaks. Use
Trakwell Reporting to identify
high-traffic hours and schedule
flex closers on Friday PM
through Sunday. Stop guessing
—Ilet data drive your staffing
decisions.

Weekend Role
Clarity

Define clear roles: Greeter,
Comfort Guide, Closer, Finisher.
This structure keeps the line
moving and prevents
customers from being skipped
during weekend surges when
most stores lose control.

Fast-Greet Plus
Triage Protocol

Greet every customer within
60 seconds, quickly qualify
their needs, park browsers on
the comfort path, and keep
closers focused on high-intent
buyers. Photo Upboard audits
flag any entrance left
ungreeted beyond 60 seconds.

Continuous
Instrumentation

Monitor shoppers per rep,
high-traffic conversion, be-
back close rate, and sales per
staff-day. Coach to the metrics,
celebrate weekly wins, and
address underperformance
immediately with specific
action plans.

CRM-Driven Follow-
Up Cadence

Log every non-buyer with
product preferences, budget,
and objections. Execute a
disciplined cadence: T+24
hours value-add, T+72 hours
objection buster, T+7 days
incentive. Weekly dashboard
tracks follow-ups completed,
appointments set, shows, and
closes.



Your Action Plan: Turn Store C Into Store T

This Week

Add one flex closer on
Saturday and Sunday

Hold greet-within-60-seconds
accountability via Photo
Upboard

Mandate CRM capture for
every non-buyer

Start the 24/72/7 follow-up
sequence

Run 10-minute daily huddles
reviewing missed deals and
next-step owners

This Month

Keep shoppers per rep <2.5
during peak hours using
Reporting forecasts

Track the full funnel:
captured leads —
appointments — shows —
be-back closes

Aim for +5-8 points first-visit
conversion improvement
Target =50% be-back close
rate on followed-up leads

This Quarter

Replicate Store T's weekend
operating model company-
wide

Share wins and losses in
weekly leadership calls

Formalize the playbook with
documented SOPs

Establish regional
benchmarks and recognition
programs



The Throughput Problem Most Retailers Don't
See

When traffic rises and conversion falls, most operators assume
they have a demand problem. They invest in more advertising,
run deeper promotions, or blame the market. But Store T and
Store C prove otherwise. You don't have a demand problem—
you have a throughput problem.

Throughput is your ability to process customers efficiently from
greeting to close. When shoppers per rep climbs above 2.5, your
team gets overwhelmed. Greets slow down. Qualification becomes
rushed. High-intent buyers get parked while reps deal with
browsers. The buying moment passes. Walk-outs increase. Follow-
up suffers because you never captured the lead properly.

Trakwell fixes throughput by making every shopper visible, every
minute accountable, and every "maybe" a second chance. It's not
magic—it's systematic execution of best practices that turn chaos
into conversion.



Beyond This Case Study: What's Possible

Store T's results aren't an outlier—they're what happens when retail operators commit to disciplined execution.
Across Trakwell's client base, we see similar patterns: stores that fully adopt the platform consistently outperform
their peers by 20-40 percentage points in conversion, generate 30-60% more revenue from the same traffic, and
build sustainable competitive advantages that compound over time.

27%

Conversion Gain

Average percentage point improvement in weighted
conversion rate

2.1

Optimal Floor Load

126%

Follow-Up Ratio

Captured leads versus misses at top-performing
locations

60

Seconds to Greet

Shoppers per rep that maintains high conversion Maximum time before customer engagement begins

The beauty of Trakwell is that these practices scale. Whether you operate 3 locations or 300, the principles remain
the same: control capacity, greet fast, capture every lead, follow up with discipline, and measure what matters.
Store T started with the same challenges as Store C. The difference was the decision to implement—and the
commitment to sustain—a better way of operating.



The Choice Is Yours

Same state. Same month. Similar traffic. Store T sold 57% more units—and on matched-traffic days often doubled
the sales—because it controlled capacity, greeted fast, captured every lead, and followed up with discipline. This
wasn't luck. It wasn't location. It wasn't a better product mix or more aggressive pricing. It was process.

"If your store's traffic rises and your conversion falls, you don't have a demand problem—you have a
throughput problem. Trakwell fixes throughput."

Every day you wait to implement these practices is another day of lost revenue. Every weekend that passes with
overloaded staff and missed greets is another 10-20 sales that disappear. Every "maybe later" customer who
doesn't get captured in your CRM is a deal your competitor will close.

Store C had 289 visitors in September and closed 89 sales. If they had matched Store T's conversion rate, they
would have closed 168 sales—79 more units. At a conservative $2,000 average ticket, that's $158,000 in lost
revenue. In one month. In one location.

The Trakwell advantage isn't about working harder—it's about working smarter with systems that make
excellence repeatable, accountability automatic, and growth inevitable. The question isn't whether these practices
work. Store T proved they do. The question is: which store will you be?



