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Today

1. Where we are
2. The retention menu

1. Best meal for most
2. Best meal for advanced
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Where we are

3



4



Food is terrible . . . in such small 
portions

E-commerce is a bear

1x Buyers are expensive, time-
consuming, and taxing

1x Buyers ~ 80%

Multi-buyers often the same!
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Answer: 1) increase repeats 2) cheaply
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The retention menu
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Three ingredients

1. Merchandise
2. Customer experience
3. Marketing
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Merchandise
What they bought
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Optimize your merchandise

1. Create great products 
(Avenue's bras vs. knits)

2. Lead with great products 
(Bonobo's suits)

3. Launch often (flash sites, 
kickstarter)
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Customer experience
How they bought it
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Optimize your experience

1. Delightful service (Zappos)
2. Subscription / auto-

replenishment (Dollar Shave, 
Filterbuy)

3. Loyalty programs (Prime)
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Marketing
How you communicated to them

13



The PE approach
Got 100 days? Focus on the marketing
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Retention communication: two 
flavors

1. "Blast" comms (seasonal 
promotions, clearances, new 
product) ~ $1/sub/mo

2. "Targeted/Triggered" comms 
~ $9/sub/mo and automated

Triggered campaigns are a best 
practice
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The Customer Lifecycle
Right offer, right customer, right time
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Retention efforts
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Powerhouse Campaigns

1. Bounce-Back 
2. One-Two Punch
3. VIP
4. Sheepdog
5. Win-Back
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#1 Bounce-Back
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Bounce-Back campaign

Target: R0, F1
Goal: increase same-day AOV

(table this until AOV)
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#2 One-Two Punch
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One-Two Punch campaign

Target: high R, F1
Goal: Convert 1X Buyers into 
Multis

How: 1) Identify standard Multi 
purchase paths and 2) remove 
friction with appropriate 
communication
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One-Two Punch campaign
Examples

Your multis buy same item 30 days later . . . so 
market same item

Your multis buy a related item 50 days later . . . so 
market the related item
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How do I find my
one-two?
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One-Two Punch campaign
Step 1: identify standard multi behavior

Qualitative:
—talk to customer service
—sage it
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One-Two Punch campaign
Step 1: identify standard multi behavior

Quantitative:
—shopping cart apps (Shopify, 

etc.)
—raw transactional data 

(Metrilo sheet)
—Google Enhanced Ecommerce 

and Query Explorer
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https://help.shopify.com/themes/customization/products/recommend-related-products
https://dl.dropbox.com/s/sth4flm5tnku7vr/average_time_between_orders_calculator.xlsx?dl=0
http://www.lunametrics.com/blog/2016/03/28/find-related-products-purchased-together-in-google-analytics/
http://www.lunametrics.com/blog/2016/03/28/find-related-products-purchased-together-in-google-analytics/


One-Two Punch campaign
Remember to KISS!

"Um, most people order THIS 
and 30 days later order THAT"
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One-Two Punch campaign
Step 2: remove friction

Targeting: F1s only who ordered THIS

Comms:

1. @Day 30 - Feature THAT, full margin
2. @Day 40 - Take 10% off your next 

purchase!
3. @Day 50 - Take 15% off your next 

purchase!
4. @Day 60 - Take 20% off your next 

purchase!
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https://www.dropbox.com/s/a8lo9mdjsi6ezks/F0%20to%20F1.htm?dl=0
https://www.dropbox.com/s/a8lo9mdjsi6ezks/F0%20to%20F1.htm?dl=0
https://www.dropbox.com/s/npjmo0s4jo6ph19/F0%20to%20F1%20%282%29.htm?dl=0
https://www.dropbox.com/s/npjmo0s4jo6ph19/F0%20to%20F1%20%282%29.htm?dl=0
https://www.dropbox.com/s/jmbnntkioscq4xs/F0%20to%20F1%20%283%29.htm?dl=0
https://www.dropbox.com/s/jmbnntkioscq4xs/F0%20to%20F1%20%283%29.htm?dl=0


Why ladder the discounts?

Subsidy costs:
The hidden cost that a retailer 
bears when it creates an 
incentive to buy and the 
customer would have bought 
anyway

The Discount Ladder approach 
reduces subsidy costs
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Thoughts on
discounts
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Not everybody 
will see 
discounts

The beauty of 1-
to-1 targeting
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Still don't like them?

You don't need to ladder discounts...

NerdMarketing.com/1
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http://www.nerdmarketing.com/1


Free shipping 
with purchase
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Expedited 
shipping

35



Gift with 
purchase
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Free 
consultation call

Free premium 
packaging
Free home 
delivery
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Your turn

Jot down your #1 most common One-Two Punch 
(including latency)
Jot down a 4-email sequence (1 full margin, 3-tier 
promo ladder)

Homework: upload to your email software
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Under $500K? Stop here!
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#3 VIP
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VIP campaign

Target: good R, high F

Goal: Learn and express thanks

How: Survey them, thank you 
notes
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KL's VIP campaign
Targeted: M200
Rip it here
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https://www.dropbox.com/s/8xo6wteqpf3lhio/NewMVP.htm?dl=0


#4 Sheepdog
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Sheepdog campaign

Target: fading R, high F
Goal: keep them around longer

How: 1) identify when they are 
defecting and 2) stop it

47



Sheepdog campaign
Step 1: identify defection

Set tripwire at 90 + 60 + 30 + 30 = 210 days
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Sheepdog campaign
Step 2: stop defection

Target: F4, R30
1. @Day 30 - Hey we've missed you, what's new (210)
2. @Day 40 - Take 10% off your next purchase! (220)
3. @Day 50 - Take 15% off your next purchase! (230)
4. @Day 60 - Take 20% off your next purchase! (240)
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https://www.dropbox.com/s/a8lo9mdjsi6ezks/F0%20to%20F1.htm?dl=0
https://www.dropbox.com/s/npjmo0s4jo6ph19/F0%20to%20F1%20%282%29.htm?dl=0
https://www.dropbox.com/s/jmbnntkioscq4xs/F0%20to%20F1%20%283%29.htm?dl=0


These 
customers are 
going, going...

If there is a time 
to discount, it's 
now
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Sheepdog campaign
Impact?

This campaign had a consistent 
800+% ROMI for KL

Always your highest ROI 
campaign (cheapest 
reacquisition)
Top 1% of all e-com
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Your turn

Export your transactional data; send to an Excel 
nerd

Jot down a 4-email sequence for defecting 
customers (1 full margin, 3 tier promo ladder)

Again, $500K+ only

52



#5 Win-back
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Win-back campaign

Target: faded R, high F
Goal: bring them back

How: go out to defected cohorts 
and bring 'em back
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Win-back campaign

Useful around holiday for B2C

Not ideal -- too late

Low volume
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5 Powerhouse Campaigns
Right offer, right customer, right time
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Pro tip ($500K+)

Comms, not "email"

1. Email first (easiest)
2. On site (Justuno)
3. Off site (retargeting, SyncSumo)
4. Offline (snail mail, 

Touchcard.co)

All low cost reacquisition
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Recap

1. Where we are
2. The retention menu

1. Best meal for most (One-Two Punch)
2. Best meal for advanced (Sheepdog)
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♳ Purchase Frequency
Stack your effort

Even with minimal success:
—10% via One-Two Punch
—5% via VIP
—15% via Sheepdog

Total increase in F ~ 30%, smoother cash flow, improve all 
acquisition ROI
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Next session: multiplier 
#2 . . . AOV
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Questions?
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