WINNING TOMORROW

The 4 Philosophies for Ecommerce Brands To Win in 2025

5’[’ SAM TOMLINSON warschawski
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SAM TOMLINSON

My career started about as far away from marketing as
one can get: in corporate finamce pf " KXx g" e c
lessons learned (and profit obsession) into the digital

B Ul uvgo. "yjgtg® KXXg = yag

- KXxg"yqgt mgf " hqtt'tapgng froth the g t
- Fortune 500 to pigeed startups on 5 continents, with
udgets ranging from $1,000 to $1M+

fgp Xv" | wuilteach ghers, too. t spegk/ k
B gl ' vig"yqgtnf"cv'"eqgp
ently on the faculty at Johns Hopkins University,

ni University and Georgetown University



WHAT A LONG,
SIRANGY TKR"™ KV XU"

Qxgt"vjg"rcuv"ij37"{gctu. "gEqgqoogteg")jcu"i1gpg"htg g

vjg"tkug"*cpf"hcnn+"qgh"|jwpftgfu"gh"rncvhqtoeu"cp

tggo"hcf"vg"gpg"qh"v]jg"itgcvguv"geqpqoke"gpl kg

fundamentallyre | k pm" j gy"yg"ujgr"cpf"dw{0"YgXxg"uggp" Uj
and a desire to share it the ability to sell everywhere in the world.

Cpf"*cu"jctf"cu"kv"ku"vg"dgnkgxg+"ygXxg"drc
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ACTUAL PLATFORMS +

BIG IDEAS + BAD EXECUTION
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The days of ubgranular user data on Meta (+ TikTok & Google)
are largely over, thanks to i0S14.5 + 10S15. The gaps this data
loss created have (largely) been filled with ML + synthetic data
sets.

POST 10S14.5

A4

COVIEB ; " ku"pq"ngpigt"c"rcpfgoke="
fgpXv"jcxg"vg"nkmg"vjcv"tgcnkyv:
means lockdowns are over, stimulus is done + most of our target

POSTPANDEMIC
cwf kgpeguX"dgjcxkgtu"ctg" hkpf k|

11 11 11
While theqgan ic may be over, the impacts from $10T+ in

M | D‘ I N FLATI O N government spending have not yet abated. Inflation is still well

above normal (though declinimg)vhich has put more stress on
consumers and brands alike.

v v

By all indications, the global economy (including the US) is

MAYBEQECESSlON') headed toward a significant contractiopn g Xx g" uggp" e

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

YgXtg"cv"vjg"fcyp"qgh"tgiwncvk
PREREGULAT|ON There have been nibblesatthd wv " vg" f cvg. " vyg?

a robust regulatory regime in tech. That will change.

@DigitalSamIAm .




Trump's tariffs could be death knell for

Tariffs on car parts entering the US
come into force

Trump’s Tariff on Cheap Chinese
| Imports Will Cost Big Tech Billions

For Meta, Alphabet and other platforms, the elimination of the

tariff exemption for inexpensive goods is already cutting into
advertising revenue.

STATE OF FREIGHT

Footwear brands including Nike and

Adidss ask Trumip for tarif exempiion Chinese freight ship traffic to busiest

By Reuters

U.S. ports, Los Angeles, Long Beach,
"y | | sees steep drop

PUBLISHED TUE, APR 22 2025-11:47 AM EDT | UPDATED TUE, APR 22 2025-1:25 PM EDT

Some US stocks tumbled after Trump tariffs

Share price index for Apple, Nike, and Lululemon
105
100 ’

8 YgXtg"ugtt{"cdgwv"vjcv0"Pqg."kv"-kupXvV

80

T T T T fguvt wevkxg. "kphncvkgpct{"cpf"uvwrkf

2025 2025 2025

31 Mar 2025 = 100 vgfc{"cv"32"CO"*kvXu"vjg"WM+" "qgt "vy] {
Source: Bloomberg. Last update: 17:48 BST, 3 Apr 2025 C
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DIGITAL AD COSAEBE SOARING

US Ad Pricing Y/Y Growth by Platform

® Amazon Sponsored Products - @ Facebook - # Google Search Ads - # Instagram- #® YouTube

@DigitalSamIAm




STARTUPS AREUTTING DOWN
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CONSUMERONEIDENCE

Consumer Confidence Index (Amplitude Adjusted, Long-term Avg = 100)
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VOLATILITY IS

Zoom BAIlN 6m YTD 1y 2y 3y 5y 10y

2000 2002 2004 2006 2008 2010 2014

— US - BofAML MOVE Index [MOVE] (L) — US - CBOE Volatility Index [VIX] (R)

Bloomberg // @ DigitalSamIAm 14




Meta's Zuckerberg disputes US antitrust
case in trial testimony

Google advertising antitrust remedies
trial set for Sept. 22, judge says

Meta Fined $1.3 Billion for Violating
E.U. Data Privacy Rules

The Facebook owner said it would appeal an order to stop
sending data about European Union users to the United States.

pchnology

TECH REGULATION DIGEST: OCTOBER 2023 S SR ’ anada news ind ustry bOdy backs

FTC Targets Amazon in Lawsuit am|d Major Changes Ll 00gle's concerns about online news la
Global Antitrust Laws A | |

Meta threatens to cut off Facebook in
Nigeria over huge fines

9 hours ago

Chiamaka Enendu
BBC News, Lagos

Meta Accused by States of Using
Features to Lure Children to

Instagram and Facebook T H EI- E C H WA R S
EU calls out Twitter for incomplete A R E H E R E

disinformation report

@DigitalSamIAm .



Kh"gpg"v) kpi "ku"engct."kvXu"v] ku<"vj]gtc

it. Noticed glimpses of it in our client ad accounts;gasayear numbers, or just on

@DigitalSamIAm .

Twitter (X). The easyode eCommerce years are over.



IS ECOMMERCEREADYFOR IT?
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A REMARKABLE FOUNDATION Z1G WHEN EVERYONE ELSE ZAGS

| believe everything starts with your foundationp f " KXx g " pgx@wpet gogpvenkv{"ku"h qu\,hﬂ@j gt g "gXxgl
seen more reasons to be optimistic about the eCommerce space K
v hwnn c u v cv' X gt
cyf Ly { qq ALY gXxgt

vjcp"K"fqgq"pgyO"Dwv"vjcv"fqgqgupXv" % ¥| g"ecp thnu
we need to keep building. want to gett e results mIme else gets

WHAT YOU NEED IKRIVE

TRUE, HUMAN CREATIVITY BE BRILLIANT @ THE BASICS

RcpfgtcXu"Dgz"jcu"dggp"qrgpgf qQq@k' lgd pgxatrk evgoydgrip,gviatwiir weediovdpusv * k p "
that hype is the need for genuine, real, human creativity. When  fuse smart people + smart machimasq " yg Xt g" gcej "f gkp
Al explodes the middle of the bell curve, the edges stand out. yjcv"ygXtg"dguv"cvO0"VjcvXu"vjg"vt\
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The brands that win tomorrow are the ones who do a few things

WINNING IN:
AXreate meaningful points of differenicethe hearts + minds of
2025 IS GOING il
A uire customers without constant giveawdigeounts
I O L K A L longterm relationshipsvith those customers via
rejparkable products, exceptional support and valuable, inclusivi
munities
D I I I I I 2 I NA Ibsess about their unit economiesake their financials

seriouslyrv] g"dguv"dtcpf"kp"v]g"yaqg

The brands that thrive will be the ones who carf2™<\Pt

acquire and delight their customers WithOU% Find ways to leverage Al todtssupercharge productivity and
: _ _ _ _ . do more with fewer people
resorting to discounting, gimmicks & bullshit.

@DigitalSamlam .



THAT STARTS WITH
HOW WEKEEP SCORE




PLAY STUPID
GAMES
WIN STUPID

PRIZES




THERIGH STUFF

Contribution Margin (Absolute & Percentage)

A Quick Ratio
A Marketing Return Rate (MRR)
A Marketing Efficiency Ratio (MER)

I A CAC (new vs. returning)
U'S'Io,” A Net Present LTV
€r Melr A Return Rate
‘cs ‘@ | A CPM A Revenue
2 03 A CPC A Share of
Py A CTR Shelf
alfo,mM A ROAS
ef/-io
@ o

@DigitalSamIAm .
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ROAS IYANITY

100(65b) 100(35)

YA | =
REVENUE
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ROAS IYANITY

100(80) 100(65) 100(35)

I 5) SAME CAC
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ROAS=10




ROAS IYANITY

100(80) 100(65) 100(35)

(8) DIFFERENT

= CONTRIBUTIO
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ROAS IYANITY

100(80) 100(65) 100(35)

SAMEREVENUE
SAME CAC
VASTLY DIFFERENTMS

WHICH ONE DOYOU
WANT?

=V
COGS

@DigitalSamIAm .



ONLY ONE OF THESE BRANDS IS
CLOSE TO OPTIMALLY ACQUIRING
CUSTOMERS

*cpf"kv"kupXv'"v]g"gpag"




SKU COUNT
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THE ERA OF LTVBASED
ACQUISITION ISOVER
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ITISBETTER TONOT SPEND
THAN IT IS TOSPEND POORLY




~35% OF NEW CUSTOMERS ARE
NET LOSERS




EVERY ONEORE EXPENSIVE

AAAAAAAA



YOURCUSTOMEERMCURVE

$1,000

-20% t0-25% DRAG ON CM WHY ARE THESE CUSTOMERS SUBSIDIZING THE BAD ONES?

$750

$500

$250

$0

-$250

-$500 CUSTOMER PERCETILE @DigitalSamIAm .
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IDENTIFY YOUR LOSERS SET COST / BID CAPS CUT WITHOUT MERCY
VigtgXxu"c"”

rgt xcukxg" k f gcBidCaps & CostiCap$ areyouy lest fidrgtausei g q fWhen you find thingschannels, tactics, platforms,
Nothing could be further from the truth. There are bad

they help you avoid spending pooriigat is, affiliatesT who are sending you loser customers, cut
customers who will absolutely drag your business urgpfkpi "ogtg"hgt"c"

e wu Vv q dhem withqutonerty{ gxalide LALsoiyougwdistG x g t
downtv] g{ Xtg"vagqg"gzr gpuk x g "custpher gos acuiregsaiptinaby as'moneypoff th&k p i " customers.
to maintain and too absurd to keep around. table.

@DigitalSamIAm .
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$750 REVENUE:15%
CONTRIBUTION MARGIN:
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$250
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#TEAMTAYLOR




FORECASTS ARE YOURECRET
WEAPONTO SURVIVE THE
STORM




START WITH BASICS5AY ER

Digital Campaigns
LI Cost Search Cost Disp. Cost L imp. Search Imp.  Disp. Imp. LI Clicks Search Clicks Disp. Clicks L Conw. Search Cormv Nien Fanu Tatallande  Tatnl Anne
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7,500.00 § 3500000 $ 7,50000 181986 499568 1164708 666 14052 4872 10.45 4408 1z sseel . . . . . . . . . ; 850
8,780.63 § 40,976.25 $ 878063 240791 660996 1541065 983 20734 7188 17.19 7253 1 sssl - - - - - - - - -
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Maonth of:

(+) Gross Product Revenue 2214,890 200,226 276,050 208450 206,550 3232540 S257.015 $266,695 5273350 456,060 413415 S687 775
(+) Forward Shipping Revenu 19,285 17,969 19,324 14,592 14,459 14,798 16,356 16,972 29,820 49,752 55,122 75,030

(+) Returns Shipping Revenus 0 L 0 0 L 0 0 L 0 1,990 2,205 3,001
Gross Revenue 234175 218,195 295,374 223,042 221,009 247 338 273,371 283 667 303,170 507 802 470,742 765,806
(-} Discounts / Markdowns (21,489) (20,023) (27 ,605) (20,845) (20,655) (23,254) (25,702) (26,670) (27,335) (45,606) (41,342) (68,778)
% Gross Product Revenue 10% 10% 10% 10% 10% 10% 10% 10% 10% 10% 10% 10%
(=) Returns 0 0 0 0 0 0 0 0 0 (18,242) (16,537) (27,511)

[Net Revenue 212,686 198,172 267,769 202,197 200,354 224,084 247,669 256997 275835 443954 412,864 669,518

(-} Products Sold (ex-Returns  (42,978) (40,045)  (69,013) (52,113) (51,638) (58,135) (64,254) (B6,674) (6B8,338) (111,735) (101,287) (168,505
(-} Packaging (10,745) (10,011}  (13,803)  (10,423) (10,328)  (11,627) (12,851) (13,335) (13,668) (22,803) (20,671) (34,389)
(-} Forward Shipping 0 (8,000)  (11,042)  (B,338)  (8,262)  (9,302)  (10,281)  (10,668) (10,934) (18,242) (16,537) (27,511)
(-} Merchant Fees (6,447) (6,007)  (B282)  (6,254)  (6,197)  (6,976)  (7.710)  (8B,001)  (B,201)  (1368B2) (12,402) (20,633
(-} Customer Service (fully los 0 0 0 0 0 0 0 0 0 0 0 0

(=) Fuffiliment Expense (fully k (4,208) (4,003) (5,521) (4,168) (4,131) (4,651) (5,140) (5,334) (5,467) (9,121) (8,268) (13,756)
(-} Returns Shipping and Prog 0 | 0 0 0 0 0 0 0 0 (3,101) (2,811) (4,677)

Total COGS (64.467)  (6B077) (107.660) (B1,296) (BD,555) (90,691) (100,236) (104,011) (106,607) (178,684) (161,976) (269,470)
Gross Profit 148,219 130,096 160,109 120,901 119,799 133,393 147,433 152,986 169,229 265260 250,888 400,047
% Margin 69.7% 65.6% 59.8% 59.8% 59.8% 59.5% 59.5% 59.5% 61.4% 59.8% 60.8% 59.8%

OpEx - Parsonnel Cosis
(=) Marketing / Sales - - - - - - [5,417) [53417) [5,417) (10,833) (10,833) (10,833)
(=} Merchandising - . - - - - - - .
(-} Product Mgmit - - - - - - (T,917) (T917) (7,917) (T,917) (T917) (7,917)
(=} Product Creative - - - - - - - . .

(=} Technology - - - - - - - - = - - - . H n " N | . n
() Exec and other : . . (16,667) (16667) (16,667) (16667) (16,667) (16,667) (16667) (16,667) (16,667 Y] gV gt {_ qwXxtg _ fagkpi " vjku
(-) Personnel oncosts . . . (8,333)  (8,333)  (8,333)  (15,000) (15,000) (15,000) (17,708) (17,708) (17,708 team, or using a third-party/outside partner, always

Total Personnel Costs - - - (25,000)  (25,000) (25000) (45000) (45000) (45000) (53,125) (53,125) (53,125 dgi kp"ykvj"c"hgtgecuv0o"Vjk
OpEx - Non-headcount hqt : gXCﬂWCVkpi "’ ngt { Vj kpl "’
(-) Ad Spend (55000)  (25000) (25000) (15000) (15000) (15000) (20,000) (20,000) (20,000) (50,000} (50,000) (75,000) connecting your digital advertising + marketing efforts

(-} Other Marketing Overheac 0 0 0 0 0 0 0 0 0 0 0 0 :

(-} Tech Expense (100) (100) (100) (100) (100) (100) (100) (100) (100) (100) (100) (100) to the actual business.

(-} Other Fixed GA Expense  (2,000) (2,000)  (2,000) (2000) (2,000) (2,000) (2,000) (2,000) (2,000) (2,000} (2000) (2,000)

(-} Other Variable GA Expens  (10,634) (9,909) (13,388) (10,110) (10,018) (11,204) (12,383) (12,850} (13,792) (22,198) (20,643) (33,476

The bonus is that a forecast forces you (the marketer)
to think in terms of business impactsT not just
(163,701) marketing metrics.

Operating Income 80,485 93,087 119,621 68,691 67,681 80,089 67,950 73,036 88,337 137,847 125020 236,347
%o Margin I7.8% 47.0% 44, 7% 34.0% 33.8% 368. 7% 27.4% 28.4% 32.0% 31.0% 30.3% 358.3%

Total Non-headcount Expens:  (67,734) (37,009) (40,488) (27.210) (27118) (28,304) (34483) (34,850) (35892) (74,288) (72,743) (110,576)

Total OpEx (67,734) (37,009) (40,4BB) (52,210) (52,118) (53,304) (79,483) (79,950) (B0,B92) (127,423) (125 B68)
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O IMPRESSIONS = ACCOUNT/BUDGET

Kh"{gwXtg"pgv"igvvkpi"kortguukgp"xq

/ ‘N : MOLI ES 02 CPM = ACCOUNT / AUDIENCE
A R E YO l ' R Marketers have *no* direct control over CPMNIs this is tough
O CTR = CREATIVE
D I A G N O S I I ( : The job of the ad is to earn the click. Simple.
I O CVR = LANDING PAGE / OFFER
OOLS EcpXv"eqpxgtvA"KvXu"gkvjgt"{gwt"NR"

O AQOV = OFFER/ANGLE/PRODUCT

Cpf"kh"{gw"egpxgtv."dwv"ctgpXv"]j] kvy
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CONNECT YOBRRECAST

Having a great forecast is nicéut 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.
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AD PLATFORMS<3 BLACK BOXES










DATATS YOUR OPTIMIZATION
LEVER.




THE BEST DATANINS.




NOT ALL IMPRESSIONS ARE
FQUAL




AD VigtgXu"pg"fqgwdv"v)jcv"oqgfgtp":
P LAT I: O R I\/I plex, sophisticated things aroundfter all, they power at
OB global market + drive trillions in economic activity. But just
cwug"v]jg{Xtg"cfxcpegf"-"eq«
ARE BRILLIAN-J .
A\ Ad platforms optimize on the data they aregiven g { " f g p .
AT GIVING YOU o dvdsdd™ Vi ras

curious.

W H A I Y O l ' AS& Kmeans data is a competitive advantage; specifically, data
h

at Is *as close as possible to people + profit*

ACko" hgt" nokpkowo" uwuvcrlamdddn g
But what you ask for + what you actually want at -~ mokpkow CT lan g

. . . {gw"ctgpXv"igvvkpi"oqgtg"vjcp'
might be two very different things. o009t eg. "fqpXv dgvj gt cf xgt
Proceed with caution.
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BOTS & FAKE ATCs

THEORDER Ol
FILLPROBLEM




DATAMATTERS







_ BRNRRBRRARE.
0 S 2 T ..\:::-“"55
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KV XU" VKQBIEVHNGF (
ELSE

Cu"cfqrvkgp"kpetgcugu.

uwtrnwu"xcnwg"f ge

vjcv"gxgt{"Vykvvgt"Cf"Dtqg"ku"vcnmkpl
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SURPLUS VALUE vs. ADOPTI




TO WIN
FIRS
SMAR

CHEAT




KVXU" GCUK GFIRATQ

INNOVATORS + EARLY EM LM LAGGARDS

ADOPTERS
@DigitalSamIAm .



YKP" Y JNEXTX U "

TRADITIONAL

TIKTOK
META ADS
YOUTUBE

RETAIL MEDIA GOOGLE ADS

DEMAND GE
EMAIL

Al

AN D

e =&

INNOVATORS + EARLY EM LM LAGGARDS

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




HUMAN CREATIVITY



