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Two Different Business Models

Legacy Brand:  Existed Prior to 1995. Has the DNA of 
marketing prior to 1995 within the genes of Leadership and 
Employees. Generates most of annual sales via e-
commerce, but is not an e-commerce brand due to the 
DNA the brand possesses.

E-Commerce Brand:  Founded after e-commerce 
revolution. Does not have marketing DNA from pre-1995 
tactics.



Different Business Challenges

Legacy Brand:  Increased catalog marketing costs paired 
with an aging customer base (i.e. lower response). Used to 
broadcasting a “product assortment” or “merchandise 
assortment”.

E-Commerce Brand:  Facebook / Google costs have 
increased as well. It’s a similar challenge to a legacy brand, 
but it presents merchandise differently. More likely to 
leverage what I call “mini-assortments”.





What Is The Impact of 15% Paper/Printing/Postage 
Inflation Over Time? The Legacy Brand Challenge.



Mini-Assortments:  Each Channel Possesses 
Customers With Specific Preferences



Topic:  It Can Be Expensive To Acquire Customers Via 
Digital Channels

Print PLA Paid Social

Acquisition ($15.00) ($15.00) ($15.00)
Year 1 $22.00 $15.40 $11.00
Year 2 $17.00 $11.90 $8.50
Year 3 $13.00 $9.10 $6.50
Year 4 $10.00 $7.00 $5.00
Year 5 $8.00 $5.60 $4.00
Total Profit $55.00 $34.00 $20.00
Year 1-5 Value $70.00 $49.00 $35.00



Topic:  What The Customer Purchases (i.e. the skus the 
customer chooses) Dictate Long-Term Customer Value.

Paid Social Paid Social Paid Social
Email Items Print Items PLA Items

Acquisition ($15.00) ($15.00) ($15.00)
Year 1 $16.50 $13.20 $8.80
Year 2 $12.75 $10.20 $6.80
Year 3 $9.75 $7.80 $5.20
Year 4 $7.50 $6.00 $4.00
Year 5 $6.00 $4.80 $3.20
Total Profit $37.50 $27.00 $13.00
Year 1-5 Value $52.50 $42.00 $28.00



Tactic:  For Every Item In Your Product Assortment, 
Record The Primary Marketing Channel That Item Sells 
In, And If You So Desire, Record The Secondary 
Marketing Channel That Item Sells In.

Use The Information To Market “Portions” Of Your 
Assortment That Appeal To Customers Purchasing 
Within A Marketing Channel.



Merchandise Residual Value:  The Ability Of An Item To 
Build Customers Who Become More Valuable Than 

Average.



Tactic:  Determine If An Item Has Positive Merchandise 
Residual Value (i.e. helps a customer spend more in the 
future) Or Determine If An Item Has Negative 
Merchandise Residual Value (decreases customer 
spend in the future).

Give preferential treatment to items that cause 
customers to spend more in the future.



Merchandise Residual Value in Action



Some Items Cause Customers To Buy More



Some Items Signal A Customer Is Done Buying



The Mini-Assortment



Rank-Order Sales, Divide Sales by Channel

Mini-Assortment Analysis

Totals Print Website Email Search Social Digital
Item #1 $108,000 $24,000 $52,000 $11,000 $10,000 $6,000 $5,000
Item #2 $101,000 $48,000 $36,000 $10,000 $3,000 $2,000 $2,000
Item #3 $100,500 $6,000 $88,000 $3,000 $2,000 $1,000 $500
Item #4 $82,000 $10,000 $18,000 $32,000 $5,000 $9,000 $8,000
Item #5 $74,000 $15,000 $40,000 $7,000 $5,000 $4,000 $3,000
Item #6 $73,000 $10,000 $29,000 $21,000 $4,000 $5,000 $4,000
Item #7 $72,000 $6,500 $24,000 $9,000 $20,000 $8,000 $4,500
Item #8 $71,750 $9,000 $18,000 $8,000 $23,000 $10,500 $3,250
Item #9 $67,000 $13,000 $24,000 $5,000 $8,500 $6,500 $10,000
Item #10 $66,000 $22,000 $19,500 $6,000 $8,750 $8,750 $1,000



Determine Mini-Assortment Assignment

Mini-Assortment Analysis
Mini-

Totals Print Website Email Search Social Digital Assort.
Item #1 13.2% 14.7% 14.9% 9.8% 11.2% 9.9% 12.1% Core
Item #2 12.4% 29.4% 10.3% 8.9% 3.4% 3.3% 4.8% Print
Item #3 12.3% 3.7% 25.3% 2.7% 2.2% 1.6% 1.2% Website
Item #4 10.1% 6.1% 5.2% 28.6% 5.6% 14.8% 19.4% Email
Item #5 9.1% 9.2% 11.5% 6.3% 5.6% 6.6% 7.3% Website
Item #6 9.0% 6.1% 8.3% 18.8% 4.5% 8.2% 9.7% Email
Item #7 8.8% 4.0% 6.9% 8.0% 22.4% 13.2% 10.9% Search
Item #8 8.8% 5.5% 5.2% 7.1% 25.8% 17.3% 7.9% Search
Item #9 8.2% 8.0% 6.9% 4.5% 9.5% 10.7% 24.2% Digital
Item #10 8.1% 13.5% 5.6% 5.4% 9.8% 14.4% 2.4% Social
Totals $815,250 $163,500 $348,500 $112,000 $89,250 $60,750 $41,250



Add Merchandise Residual Value

Mini-Assortment Analysis Merch
Mini- Resid.

Totals Print Website Email Search Social Digital Assort. Value
Item #1 13.2% 14.7% 14.9% 9.8% 11.2% 9.9% 12.1% Core Positive
Item #2 12.4% 29.4% 10.3% 8.9% 3.4% 3.3% 4.8% Print Neutral
Item #3 12.3% 3.7% 25.3% 2.7% 2.2% 1.6% 1.2% Website Negative
Item #4 10.1% 6.1% 5.2% 28.6% 5.6% 14.8% 19.4% Email Negative
Item #5 9.1% 9.2% 11.5% 6.3% 5.6% 6.6% 7.3% Website Positive
Item #6 9.0% 6.1% 8.3% 18.8% 4.5% 8.2% 9.7% Email Neutral
Item #7 8.8% 4.0% 6.9% 8.0% 22.4% 13.2% 10.9% Search Neutral
Item #8 8.8% 5.5% 5.2% 7.1% 25.8% 17.3% 7.9% Search Positive
Item #9 8.2% 8.0% 6.9% 4.5% 9.5% 10.7% 24.2% Digital Negative
Item #10 8.1% 13.5% 5.6% 5.4% 9.8% 14.4% 2.4% Social Neutral
Totals $815,250 $163,500 $348,500 $112,000 $89,250 $60,750 $41,250



Legacy Brand / General Merch Style = Headsets.com



Legacy Brand / General Merch Style = Headsets.com



Legacy Brand / General Merch Style = Headsets.com



Headphones.com



Mini-Assortment at Headphones.com



They Signal FOMO To The Customer



Use YouTube To Speak About A Mini-Assortment



They Created Their Own Influencers



Influencers Rank Headphones (Not Just Their Units)



They Promote Subsets of Their Product Assortment



They Invite The Competition To Talk 
About Mini-Assortments



They Interact With Their (Sometimes Angry) Fans



They Host Their Own Forum (500,000 Members, 
Approximately 1 in 30 Purchase per Year) 



They Review Headphones & Equipment



They Host Live Streams With Fans



They Perform Scientific Measurements



They Follow Their Customers Off Platform (Discord)



Not A Huge Brand: Probably Drive More Business To 
Amazon Than To Their Own Website



It Is Time To Be Creative

For an estimated $36,000,000 annual net sales brand, 
Headphones.com has creative employees working 
ridiculously hard to build a community that will (hopefully) 
choose them over Amazon (I chose Amazon, sorry) for their 
purchasing needs.

They don’t hire influencers … they ARE the influencers!

They leverage mini-assortments within their community to 
generate purchases.



Kevin Hillstrom
Twitter:  @minethatdata

Blog:  blog.minethatdata.com
206-853-8278
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