
WINNINGTOMORROW
The 4 Philosophies for Ecommerce Brands To Win in 2025



NICE TO MEET YOU
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MARKETER 
INVESTOR 

INNOVATOR 
SPEAKER



My career started about as far away from marketing as 

one can get: in corporate finance ҭ cpf"KҲxg"ecttkgf"vjg"

lessons learned (and profit obsession) into the digital 

gequ{uvgo."yjgtg"KҲxg"yqtmgf"hqt"pgctn{"32"{gctu0"

KҲxg"yqtmgf"hqt"ygnn"qxgt"322"enkgpvu"ҭ ranging from the 

Fortune 500 to pre-seed startups on 5 continents, with 

budgets ranging from $1,000 to $1M+

K"fqpҲv"lwuv",fq,"octmgvkpi"ҭ I teach others, too. I speak 

cnn"qxgt"vjg"yqtnf"cv"eqphgtgpegu"cpf"gxgpvu."cpf"KҲo"

currently on the faculty at Johns Hopkins University, 

Cabrini University and Georgetown University



WHAT A LONG, 
STRANGE VTKR"KVҲU"DGGP

Qxgt"vjg"rcuv"¡37"{gctu."gEqoogteg"jcu"iqpg"htqo"c"ewtkqukv{"vq"¡42'"qh"cfftguucdng"tgvckn0"YgҲxg"uggp"

vjg"tkug"*cpf"hcnn+"qh"jwpftgfu"qh"rncvhqtou"cpf"tgvckngtu0"YgҲxg"uggp"Hcegdqqm"*pqy"Ogvc+"iq"htqo"c"fqto-

tqqo"hcf"vq"qpg"qh"vjg"itgcvguv"geqpqoke"gpikpgu"kp"vjg"jkuvqt{"qh"ecrkvcnkuo0"YgҲxg"uggp"Coc|qp"

fundamentally re-vjkpm"jqy"yg"ujqr"cpf"dw{0"YgҲxg"uggp"Ujqrkh{."gDc{"cpf"GVU["ikxg"cp{qpg"ykvj"c"vcngpv"

and a desire to share it the ability to sell everywhere in the world. 

Cpf"*cu"jctf"cu"kv"ku"vq"dgnkgxg+"ygҲxg"dctgn{"tgcejgf"vjg"gpf"qh"vjg"dgikppkpi0"
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HQWT"ҵERAsҶ"QH"GEQOO
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BIG IDEAS + BAD EXECUTION ACTUAL PLATFORMS + 
ACTUAL THINGS

FB = GOD ????
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YGҲTG"KP"C"
WEIRD PLACE

POST iOS14.5

The days of uber-granular  user data on Meta (+ TikTok & Google) 

are largely over, thanks to iOS14.5 + iOS15. The gaps this data 

loss created have (largely) been filled with ML + synthetic data 

sets.

POST-PANDEMIC

COVID-3;"ku"pq"nqpigt"c"rcpfgoke="kvҲu"cp"gpfgoke"fkugcug0"Yg"

fqpҲv"jcxg"vq"nkmg"vjcv"tgcnkv{"vq"cempqyngfig"cpf"ceegrv"kv0"Vjku"

means lockdowns are over, stimulus is done + most of our target 

cwfkgpeguҲ"dgjcxkqtu"ctg"hkpfkpi"c"pgy"ҵu{pvjgukuҶ

MID-INFLATION

While the pandemic may be over, the impacts from $10T+ in 

government spending have not yet abated. Inflation is still well 

above normal (though declining) ҭ which has put more stress on 

consumers and brands alike. 

MAYBE-RECESSION?
By all indications, the global economy (including the US) is 

headed toward a significant contraction ҭ ygҲxg"uggp"etgfkv"

impulse slow, layoffs begin + 91% of CEOs expect a recession

PRE-REGULATION
YgҲtg"cv"vjg"fcyp"qh"tgiwncvkqp"kp"vjg"WU"vgej"gequ{uvgo0"

There have been nibbles at this ҭ dwv"vq"fcvg."ygҲxg"{gv"vq"ugg"

a robust regulatory regime in tech. That will change. 
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OH, TARIFFS.
YgҲtg"uqtt{"cdqwv"vjcv0"Pq."kv"kupҲv"yjcv"yg"ycpvgf0"[gu."kvҲu"geqpqokecnn{"ugnh-

fguvtwevkxg."kphncvkqpct{"cpf"uvwrkf0"Pq."yg"fqpҲv"mpqy"yjcv"Ҷvtcfg"fgcnҶ"ku"eqokpi"

vqfc{"cv"32"CO"*kvҲu"vjg"WM+""qt"yj{"vjcv"ocvvgtu"cv"cnn0"
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INTEREST + INFLATION RATES
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DIGITAL AD COSTS ARE SOARING



Data from Carta 2024 // @DigitalSamIAm 12

STARTUPS ARE SHUTTING DOWN
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CONSUMER CONFIDENCE
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VOLATILITY IS SPIKING
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THE TECH WARS 
ARE HERE
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VJGTGҲU"C"
STORM ON THE 

HORIZON

Kh"qpg"vjkpi"ku"engct."kvҲu"vjku<"vjgtgҲu"c"uvqto"qp"vjg"jqtk|qp0"Oquv"qh"wu"jcxg"jgctf"kv0"Hgnv"

it. Noticed glimpses of it in our client ad accounts, year-over-year numbers, or just on 

Twitter (X). The easy-mode eCommerce years are over. 



IS ECOMMERCE READY FOR IT?



NGVҲU"VCNM"
ABOUT GOLF
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WHAT YOU NEED TO THRIVE

01A REMARKABLE FOUNDATION
I believe everything starts with your foundation ҭ cpf"KҲxg"pgxgt"

seen more reasons to be optimistic about the eCommerce space 

vjcp"K"fq"pqy0"Dwv"vjcv"fqgupҲv"ogcp"yg"ecp"tguv"qp"qwt"ncwtgnu"ҭ 

we need to keep building.

02ZIG WHEN EVERYONE ELSE ZAGS
Kpetgogpvcnkv{"ku"hqwpf"yjgtg"gxgt{qpg"gnug"kupҲv"ҭ and while 

kvҲu"cyhwnn{"gcu{"vq"fq"yjcv"gxgt{qpg"gnug"fqgu."{qw"ecpҲv"kh"{qw"

want to get the results no-one else gets. 

03TRUE, HUMAN CREATIVITY
RcpfqtcҲu"Dqz"jcu"dggp"qrgpgf0"CK"ku"gxgt{yjgtg0"Dwv"nquv"kp"

that hype is the need for genuine, real, human creativity. When 

AI explodes the middle of the bell curve, the edges stand out. 

04BE BRILLIANT @ THE BASICS
[qwҲtg"pgxgt"iqkpi"vq"qwv-work everyone; what we need to do is 

fuse smart people + smart machines ҭ uq"ygҲtg"gcej"fqkpi"

yjcv"ygҲtg"dguv"cv0"VjcvҲu"vjg"vtwg"ugetgv"vq"itqyvj0"



THE FOUNDATION



WINNING IN 
2025 IS GOING 

TO LOOK A LOT 
DIFFERENT

@DigitalSamIam 21

The brands that win tomorrow are the ones who do a few things 

remarkably well: 

ÂCreate meaningful points of difference in the hearts + minds of 

their customers ҭ vjg{Ҳtg"ugnnkpi"qp"goqvkqp."pqv"qp"hgcvwtgu

ÂAcquire customers without constant giveaways/discounts

ÂBuild long-term relationships with those customers via 

remarkable products, exceptional support and valuable, inclusive 

communities

ÂObsess about their unit economics + take their financials 

seriously ҭ vjg"dguv"dtcpf"kp"vjg"yqtnf"fqgupҲv"ocvvgt"kh"{qwҲtg"

bankrupt. 

ÂFind ways to leverage AI tools to supercharge productivity and 

do more with fewer people

The brands that thrive will be the ones who can 

acquire and delight their customers without 

resorting to discounting, gimmicks & bullshit.



THAT STARTS WITH 
HOW WE KEEP SCORE



PLAY STUPID 
GAMES

WIN STUPID 
PRIZES
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Contribution Margin (Absolute & Percentage)

ÅQuick Ratio
ÅMarketing Return Rate (MRR)
ÅMarketing Efficiency Ratio (MER)

ÅCAC (new vs. returning)
ÅNet Present LTV
ÅReturn Rate

ÅCPM
ÅCPC
ÅCTR
ÅROAS

ÅRevenue
ÅShare of 

Shelf

THE RIGHT STUFF



ROAS FQGUPҲV"RC["[QWT"DKNNU.
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ROAS IS VANITY
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ROAS = 10
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SAME REVENUE
SAME CAC
VASTLY DIFFERENT CMS

WHICH ONE DO YOU 
WANT?



ONLY ONE OF THESE BRANDS IS 
CLOSE TO OPTIMALLY ACQUIRING 

CUSTOMERS
*cpf"kv"kupҲv"vjg"qpg"{qw"vjkpm+



Slide Inspo: @Noopd & @DigitalSamIAm 32

FQPҲV"NGCXG"$ ON THE TABLE

CONTRIBUTION 
DOLLARS

tROAS
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THE ERA OF LTV-BASED 
ACQUISITION IS OVER
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[QWҲNN"FAIL WAITING FOR LTV
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VJGUG"CTGPҲV"VJG"UCOG
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[QWҲNN"FAIL WAITING FOR LTV
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+125%

MOST BRANDS FAIL AROUND 
HERE



IT IS BETTER TO NOT SPEND 
THAN IT IS TO SPEND POORLY



~35% OF NEW CUSTOMERS ARE 
NET LOSERS
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EVERY ONE MORE EXPENSIVE

INNOVATORS + EARLY 
ADOPTERS

EM LM LAGGARDS
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YOUR CUSTOMER-CM CURVE

CUSTOMER PERCETILE-$500

$0

$500

$1,000

$250

-$250

$750

0 10 20 30 40 50 60 70 80 90 100

-20% to -25% DRAG ON CM WHY ARE THESE CUSTOMERS SUBSIDIZING THE BAD ONES?
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LOSE YOUR LOSERS
IDENTIFY YOUR LOSERS
VjgtgҲu"c"rgtxcukxg"kfgc"vjcv"cnn"tgxgpwg"ku"iqqf0"

Nothing could be further from the truth. There are bad 

customers who will absolutely drag your business 

down ҭ vjg{Ҳtg"vqq"gzrgpukxg"vq"ceswktg."vqq"cppq{kpi"

to maintain and too absurd to keep around.

SET COST / BID CAPS
Bid Caps & Cost Caps are your best friend ҭ because 

they help you avoid spending poorly ҭ that is, 

urgpfkpi"oqtg"hqt"c"ewuvqogt"vjcp"{qwҲnn"ocmg0"Gxgt{"

customer you acquire sub-optimally is money off the 

table. 

CUT WITHOUT MERCY
When you find things ҭ channels, tactics, platforms, 

affiliates ҭ who are sending you loser customers, cut 

them without mercy.  Exclude LALs of your worst 

customers. 
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A BETTER CUSTOMER-CM CURVE

CUSTOMER PERCETILE-$500

$0

$500

$1,000

$250

-$250

$750

0 10 20 30 40 50 60 70 80 90 100

REVENUE: -15%
CONTRIBUTION MARGIN: +25%



#TEAMTAYLOR



FORECASTS ARE YOUR SECRET 
WEAPON TO SURVIVE THE 

STORM



The Power of PowerPoint | thepopp.com 44

START WITH BASICS + LAYER
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USE THAT TO 
BUILD AN 

ACTUAL P&L

Yjgvjgt"{qwҲtg"fqkpi"vjku"{qwtugnh."yqtmkpi"ykvj"c"
team, or using a third-party/outside partner, always 
dgikp"ykvj"c"hqtgecuv0"Vjku"rtqxkfgu"c"ҵuvctvkpi"rqkpvҶ"
hqt"gxcnwcvkpi"gxgt{vjkpi"{qwҲtg"fqkpi."yjkng"
connecting your digital advertising + marketing efforts 
to the actual business. 

The bonus is that a forecast forces you (the marketer) 
to think in terms of business impacts ҭ not just 
marketing metrics. 
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IMPRESSIONS = ACCOUNT/BUDGET

ANOMOLIES 
ARE YOUR 

DIAGNOSTIC 
TOOLS

01 Kh"{qwҲtg"pqv"igvvkpi"kortguukqp"xqnwog."vjcvҲu"c"dki"rtqdngo

CPM = ACCOUNT / AUDIENCE02 Marketers have *no* direct control over CPMs ҭ so this is tough

CTR = CREATIVE03 The job of the ad is to earn the click. Simple.

CVR = LANDING PAGE / OFFER04 EcpҲv"eqpxgtvA"KvҲu"gkvjgt"{qwt"NR"qt"{qwt"Qhhgt

AOV = OFFER/ANGLE/PRODUCT05 Cpf"kh"{qw"eqpxgtv."dwv"ctgpҲv"jkvvkpi"{qwt"CQX"vctigvҿ{kmgu0
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Having a great forecast is nice ҭ but unless it is connected directly to your ad 

accounts (both from an implementation standpoint + a reporting standpoint) 

is the key to unlocking sustainable, responsible growth.

CONNECT YOUR FORECAST

Your forecast provides the guardrails for how you configure your ad accounts ҭ 

both from a ROAS + tCPA standpoint, along with a Cost Cap standpoint (and yes, 

you should *always* be using tCPA / tROAS (Google) + Cost Caps (Meta)

TO YOUR AD ACCOUNTS



AD PLATFORMS <3 BLACK BOXES



BIG BLACK BOXES



BIG BLACK BOXES



DATA IS YOUR OPTIMIZATION 
LEVER. 



THE BEST DATA WINS.



NOT ALL IMPRESSIONS ARE 
EQUAL.



AD 
PLATFORMS 

ARE BRILLIANT 
AT GIVING YOU 
WHAT YOU ASK

@DigitalSamIam 54

VjgtgҲu"pq"fqwdv"vjcv"oqfgtp"cf"rncvhqtou"ctg"coqpi"vjg"oquv"

complex, sophisticated things around ҭ after all, they power at 

~$650B global market + drive trillions in economic activity. But just 

dgecwug"vjg{Ҳtg"cfxcpegf"-"eqorngz"fqgupҲv"ogcp"vjg{Ҳtg"iqkpi"vq"

work for you:

ÂAd platforms optimize on the data they are given ҭ vjg{"fqpҲv"

mpqy"{qwt"dwukpguu."vjg{"fqpҲv"mpqy"pwcpegu."cpf"vjg{"ctgpҲv"

curious. 

ÂThat means data is a competitive advantage; specifically, data 

that is *as close as possible to people + profit* 

ÂCko"hqt"ҵokpkowo"uwuvckpcdngҶ"pqv"ҵoczkowo"xkcdngҶ"ҭ and if 

{qw"ctgpҲv"igvvkpi"oqtg"vjcp"¡72"rwtejcugu"c"oqpvj"qp"

gEqoogteg."fqpҲv"dqvjgt"cfxgtvkukpi0"Yqtm"qp"{qwt"dk|"hktuv0"

But what you ask for + what you actually want 

might be two very different things. 

Proceed with caution.
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THE ORDER OF 
FILL PROBLEM

BUY STUFF + 
LOVE YOUR 

COMMUNITY + 
BRAND

ATC + BUY STUFF

BOTS & FAKE ATCs

PEOPLE WHO ADD TO 
CART 



DATA MATTERS.



FQPҲV"\KI."ZAG.
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YJGP"GXGT[QPGҲU"FQKPI"KV.
KVҲU"VKOG"VQ"FQ"SOMETHING 

ELSE
Cu"cfqrvkqp"kpetgcugu."uwtrnwu"xcnwg"fgetgcugu="vjcv"ogcpu"vjcv"kh"{qwҲtg"fqkpi"vjg"vjkpi"

vjcv"gxgt{"Vykvvgt"Cf"Dtq"ku"vcnmkpi"cdqwv."{qwҲtg"pqv"oczkok|kpi"uwtrnwu"xcnwg0
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SURPLUS VALUE vs. ADOPTION
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TO WIN:
FIRST
SMARTER
CHEAT
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KVҲU"GCUKGT"VQ"LWUV"DG"FIRST

INNOVATORS + EARLY 
ADOPTERS

EM LM LAGGARDS
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YKP"YJCVҲU"NEXT.

INNOVATORS + EARLY 
ADOPTERS

EM LM LAGGARDS

META ADS

GOOGLE ADS

TIKTOK

YOUTUBE

DEMAND GEN

AI 
ADS?

RETAIL MEDIA

EMAIL

TRADITIONAL



IF YOU WANT RESULTS NO ONE ELSE 
GETS, YOU MUST DO WHAT NO ONE 

ELSE DOES. 



HUMAN CREATIVITY


