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A B S T R A C T

The third quarter of 2025 presented a period of significant strategic recalibration for [Brand Name].

While overall revenue experienced a modest 4.2% quarter-over-quarter increase, reaching

$1,297,000, the more important story lies beneath the top-line figure. The primary driver of this

performance was a deliberate reduction in high-cost, low-margin paid advertising campaigns, which

were optimized for profitability over raw volume. This strategic pivot has resulted in a 12%

improvement in gross margin, moving from 52.1% to 58.4%, and a 15.1% reduction in customer

acquisition cost (CAC), which dropped from $38.50 to $32.70. These improvements set a healthier

foundation for the upcoming holiday season, positioning the brand for sustainable growth rather than

volume-dependent revenue spikes.
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Executive Summary
Q3 2025 Performance Overview

Executive Summary

The third quarter of 2025 presented a period of significant strategic recalibration for [Brand Name]. While

overall revenue experienced a modest 4.2% quarter-over-quarter increase, reaching $1,297,000, the more

important story lies beneath the top-line figure. The primary driver of this performance was a deliberate

reduction in high-cost, low-margin paid advertising campaigns, which were optimized for profitability over raw

volume. This strategic pivot has resulted in a 12% improvement in gross margin, moving from 52.1% to 58.4%,

and a 15.1% reduction in customer acquisition cost (CAC), which dropped from $38.50 to $32.70. These

improvements set a healthier foundation for the upcoming holiday season, positioning the brand for sustainable

growth rather than volume-dependent revenue spikes.

Traffic quality has demonstrably improved across the board, with the bounce rate decreasing by 8.3% compared

to Q2 2025, falling from 54.2% to 49.7%. This improvement is largely attributable to the successful

implementation of a new content marketing strategy and technical SEO enhancements focused on user intent.

Organic search traffic now constitutes 47% of all site visits, up from 39% in the previous quarter, signaling a

successful long-term investment in search authority. Furthermore, the average session duration increased by 22

seconds, suggesting that visitors are engaging more deeply with the product catalog and editorial content. The

organic channel alone generated $518,800 in revenue, representing 40% of total sales and validating the

decision to invest heavily in content-driven acquisition.

However, challenges remain in the mobile conversion pathway, and this represents the single most critical area

for improvement. Despite mobile traffic accounting for 68% of all sessions, the mobile conversion rate of 2.3%

lags behind desktop's 3.7% by 1.4 percentage points. This gap represents an estimated 1,850 lost transactions

and $162,000 in forgone revenue for the quarter. A detailed audit of the mobile checkout flow has identified

friction points related to form auto-fill failures and payment gateway loading times, which are currently being

addressed by the development team. The social media channel also showed mixed results, with Instagram

engagement rising by 35% while Facebook click-through rates declined by 33%, necessitating a reallocation of

creative resources away from the underperforming platform.

Financially, the report highlights a healthy average order value (AOV) of $87.50, which has remained remarkably

stable despite the traffic mix shift away from paid channels. The ad spend analysis reveals that Google

Shopping campaigns continue to deliver the highest return on ad spend (ROAS) at 4.8x, generating $240,000 in

revenue on a $50,000 investment. Conversely, display retargeting campaigns are underperforming at 1.2x

ROAS, barely breaking even when factoring in operational costs. The key recommendation from this executive

summary is to double down on organic and content-driven channels while aggressively fixing the mobile



conversion funnel to capture the high-intent traffic already being generated. The full-page KPI summary table

below provides a snapshot of the most critical data points for executive review.

Q3 2025 KEY PERFORMANCE INDICATORS VS Q2 2025

KEY 
PERFORMANCE 
INDICATOR

Q2 2025 Q3 2025 VARIANCE STATUS

Total Revenue $1,245,000 $1,297,000 +4.2% � On Target

Gross Margin 52.1% 58.4% +6.3 pp � Exceeding

Customer 
Acquisition Cost

$38.50 $32.70 -15.1% � Improving

Average Order 
Value

$85.20 $87.50 +2.7% � Stable

Conversion Rate 
(Overall)

2.8% 3.1% +0.3 pp � Improving

Bounce Rate 54.2% 49.7% -8.3% � Improving

Organic Traffic 
Share

39% 47% +8 pp � Strong Growth

Mobile Conversion 
Rate

2.1% 2.3% +0.2 pp � Needs Work

Return on Ad 
Spend (ROAS)

3.2x 3.8x +0.6x � Exceeding

Net Promoter 
Score (NPS)

42 48 +6 pts � Improving
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Introduction & Background
Company Context and Report Methodology

Introduction & Background

[Brand Name] is a mid-market ecommerce retailer specializing in sustainable home goods and lifestyle

products, founded in 2019 with a mission to make eco-friendly living accessible and stylish. The company has

experienced steady year-over-year growth since inception, primarily driven by a loyal customer base and a

strong social media presence that emphasizes transparency in sourcing and manufacturing. The sustainable

goods market is projected to grow at a compound annual growth rate of 8.5% through 2030, presenting

significant opportunity. However, competition has intensified considerably, with major retailers including IKEA

and Target expanding their eco-friendly product lines and leveraging their scale to offer competitive pricing that

challenges smaller, specialized brands.

The digital marketing strategy has historically relied heavily on paid social and search advertising to drive top-

line revenue, with paid channels accounting for nearly 40% of all traffic in early 2025. However, rising cost-per-

clicks (CPCs) and increasing competition in the sustainable goods space necessitated a strategic pivot at the

start of Q3 2025. In Q3 2025, the average CPC for home goods on Meta platforms rose to $1.45, representing a

22% increase from Q2, making it increasingly difficult to maintain acceptable ROAS without sacrificing margin.

This market pressure, combined with a desire to build a more sustainable and defensible traffic base, led

leadership to approve a fundamental shift in marketing strategy toward content-driven organic acquisition and

efficiency-focused paid media management.

This report provides a comprehensive analysis of the store's performance for the period of July 1, 2025, through

September 30, 2025. The primary objectives of this analysis are to evaluate the effectiveness of the new

marketing mix, identify areas of operational friction within the conversion funnel, and provide actionable

recommendations for Q4 2025. The data presented herein is sourced from Google Analytics 4 (GA4), the

Shopify backend, Meta Business Suite, Google Ads, and the company's CRM platform. All data has been cross-

referenced and reconciled to ensure accuracy, with any discrepancies between platform-reported metrics and

internal sales records documented in the appendix for transparency.

The methodology employed for this report involves a combination of cohort analysis, channel attribution

modeling using a data-driven attribution model, and user experience heat mapping through session recording

tools. We have cross-referenced platform-specific data with internal sales records to ensure accuracy,

reconciling a 2.3% discrepancy between GA4-reported revenue and Shopify-reported revenue through

attribution window differences. The report is structured to provide a top-down view, starting with high-level

KPIs and drilling down into specific channel and behavioral data to identify both strengths and areas requiring

immediate attention.
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The competitive landscape for Q3 2025 has been characterized by aggressive discounting from major players in

the home goods sector, with many competitors offering site-wide promotions of 20% to 30% off. [Brand Name]

chose not to participate in broad site-wide sales, instead focusing on targeted loyalty program offers and value-

added bundles for repeat customers. This decision was made to protect brand equity and margin, a strategy that

appears to have been validated by the stable AOV of $87.50 and improved NPS scores, which rose from 42 to

48. While an NPS of 48 is considered 'good' for ecommerce, where the industry average hovers around 45, top

performers achieve scores above 60, indicating room for continued improvement in customer experience and

service delivery.

K E Y  I N S I G HT

The strategic pivot toward content-driven organic acquisition and efficiency-focused paid media management 
was approved by leadership in response to rising CPCs and increasing competition in the sustainable goods 
space.
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Traffic Overview & Source Breakdown
Channel Performance and User Behavior Analysis

Traffic Overview & Source Breakdown

Total website traffic for Q3 2025 reached 418,000 sessions, representing a 6.1% increase compared to Q2 2025,

which recorded 394,000 sessions. This growth is particularly noteworthy given the 18% reduction in paid

advertising spend during the same period, demonstrating that the strategic pivot toward organic acquisition is

yielding measurable results. The increase is almost entirely attributable to a surge in organic search traffic,

which grew by 28% quarter-over-quarter, validating the investment in the new 'Sustainable Living Guides'

content hub launched in late June. This content hub, containing 25 long-form articles, has begun to rank for

high-volume, long-tail keywords that attract users with clear purchase intent.

The traffic source breakdown reveals a healthy diversification away from paid channels, reducing the brand's

vulnerability to platform algorithm changes and rising ad costs. Organic Search now accounts for 47% of all

sessions, up from 39% in Q2, while Direct Traffic accounts for 22%, up from 20%, indicating growing brand recall

and direct navigation. Paid Search accounts for 15%, down from 22%, reflecting the intentional reduction in

spend. Social Media accounts for 10%, down from 12%, and Email and Other channels account for 6%, remaining

stable quarter-over-quarter. The reduction in paid traffic was intentional, as we paused several low-performing

display campaigns and reduced bids on non-branded terms with low conversion probability, reallocating those

funds to higher-performing channels.

•
Organic Search traffic grew 28% QoQ, driven by the 'Sustainable Living Guides' content hub

•
Direct traffic increased 2 percentage points, signaling improved brand recall

•
Paid traffic share decreased by 7 percentage points due to intentional budget reallocation

•
Social media traffic declined 2 percentage points following campaign pauses

•
Email traffic remained stable at 6% of total sessions

Geographically, the top three traffic sources remain the United States at 72% of sessions, Canada at 12%, and

the United Kingdom at 6%. However, we observed a notable 15% increase in traffic from Australia, likely driven

by a targeted influencer campaign that ran in August featuring three Australian lifestyle influencers with

combined followings of over 500,000. This geographic expansion presents an opportunity for further

international growth, particularly in English-speaking markets where the brand's sustainable messaging

resonates strongly. Device breakdown shows that mobile continues to dominate, accounting for 68% of

sessions, followed by desktop at 25% and tablet at 7%. The mobile traffic share has increased by 3% since Q2,

underscoring the critical need to optimize the mobile experience to capture the growing share of mobile-first



shoppers.

A deeper dive into user behavior by source shows that visitors from Email campaigns have the highest

engagement, with an average session duration of 4 minutes and 12 seconds and a page depth of 5.8 pages per

session. This indicates that email subscribers are highly engaged and interested in the brand's content and

product offerings. Conversely, traffic from paid social has the lowest engagement, with an average session

duration of just 1 minute and 8 seconds and a high bounce rate of 62%. This data strongly suggests that while

paid social is effective for top-of-funnel awareness and brand building, it is not driving the high-intent traffic

necessary for immediate conversions. This insight will inform budget allocation decisions for Q4, with a shift

toward retargeting and lookalike audiences based on high-intent email and organic visitors.

418,00
0TOTAL SESSIONS

6.1% increase vs Q2

47%
ORGANIC TRAFFIC 

SHARE
Up from 39% in Q2

68%
MOBILE TRAFFIC 

SHARE
Up 3% from Q2

3m 12s
AVG SESSION 

DURATION
22 sec increase vs Q2
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Conversion Rate Analysis
Desktop vs Mobile and Funnel Performance

Conversion Rate Analysis

The overall site conversion rate for Q3 2025 improved to 3.1%, up from 2.8% in Q2 2025, representing a 10.7%

relative improvement that significantly exceeds the industry average for home goods ecommerce. This

improvement is a significant achievement, particularly against the backdrop of reduced paid traffic, which

typically converts at lower rates than organic visitors. The improvement is largely driven by better targeting and

higher intent from organic visitors, who converted at a rate of 4.2%, compared to 2.5% for paid search visitors

and 1.8% for paid social visitors. The data suggests that the quality of traffic has improved even as the volume

of lower-quality paid traffic has been reduced, validating the strategic pivot toward content-driven acquisition.

However, a granular analysis reveals a persistent and widening gap between desktop and mobile conversion

rates that demands immediate attention. Desktop conversion stands at a healthy 3.7%, representing a 0.4

percentage point improvement from Q2, while mobile conversion lags at 2.3%, improving only 0.1 percentage

points. This 1.4 percentage point gap represents an estimated 1,850 lost transactions for the quarter,

translating to approximately $162,000 in forgone revenue based on the current AOV of $87.50. Analysis of user

session recordings indicates that mobile users frequently abandon the checkout process at the shipping

information stage, particularly when prompted to create an account or when the auto-fill function fails to

populate correctly, forcing users to manually enter their information on a small screen.

DESKTOP VS MOBILE CONVERSION RATE COMPARISON

DESKTOP CONVERSION RATE MOBILE CONVERSION RATE GAP

3.7% 2.3% -1.4 pp

� Up 0.4 pp from Q2 � Up 0.1 pp from Q2 � Widening
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MOBILE CONVERSION GAP IMPACT

ESTIMATED LOST REVENUE (MOBILE) CART ABANDONMENT RATE (MOBILE)

$162,000 74.5%

Based on 1,850 lost transactions @ $87.50 AOV � Up 2.1% from Q2

Conversion rates also vary significantly by product category, revealing opportunities for targeted optimization.

The 'Kitchen & Dining' category boasts the highest conversion rate at 4.8%, likely due to its lower average price

point of $45 and high gifting potential, which reduces the consideration period. The 'Furniture' category, while

having a high AOV of $245, converts at only 1.2%, reflecting the longer consideration cycle for high-ticket items

where customers typically conduct extensive research before purchasing. We recommend implementing a

dedicated 'Furniture' landing page with enhanced product configurators, customer reviews with photos, and

financing options to address the longer consideration cycle and improve this conversion rate.

The checkout funnel analysis shows that the largest drop-off point is between the 'View Cart' and 'Enter

Shipping Information' steps, where 22% of users abandon the process entirely. Session recordings reveal that

the primary friction points are mandatory account creation prompts and form auto-fill failures that require

manual data entry on mobile devices. A/B testing of a one-page checkout versus the current multi-step

checkout is scheduled to begin in early Q4, with the hypothesis that reducing the number of steps will decrease

abandonment. Additionally, the introduction of a 'guest checkout' option, which was tested on a 10% user

segment during September, showed a 15% improvement in mobile conversion rates. This feature will be rolled

out site-wide in October, representing the single highest-impact change that can be implemented before the

holiday season.

C R IT I C A L  F I N D I N G

The mobile conversion gap of 1.4 percentage points represents an estimated 1,850 lost transactions and 
$162,000 in forgone revenue for the quarter. Fixing this gap is the single highest-impact initiative for Q4.
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Sales Revenue & Product Performance
Revenue Breakdown and Top SKU Analysis

Sales Revenue & Product Performance

Total gross revenue for Q3 2025 reached $1,297,000, representing a 4.2% increase over Q2 2025's $1,245,000.

This growth was achieved despite an 18% reduction in marketing spend, indicating improved efficiency in

customer acquisition and a higher return on every dollar invested. Net revenue, after accounting for returns and

discounts, was $1,142,000, representing a net margin of 88%. The returns rate remained stable at 8.5%, which

is within the industry benchmark range of 8% to 12% for home goods and indicates that product quality and

sizing accuracy meet customer expectations. The top 10% of customers by lifetime value contributed 42% of

total revenue, underscoring the importance of the loyalty program and the need to continue investing in

retention and repeat purchase initiatives.

Product performance analysis reveals that the 'Eco-Start Kitchen Set' was the top-selling SKU, generating

$187,000 in revenue for the quarter. This product was heavily featured in the new 'Sustainable Living' content

hub and benefited from strong organic search rankings for keywords related to sustainable kitchen products.

The 'Bamboo Storage Collection' was the second highest performer at $142,000, driven by a successful email

campaign to existing customers that offered a 15% discount on bundle purchases. New product introductions

launched in Q3 accounted for 8% of total revenue, slightly below the target of 12%, suggesting a need for

stronger launch campaigns that generate more awareness and urgency around new arrivals.

1.
Eco-Start Kitchen Set: $187,000 revenue, driven by organic content hub and top search rankings

2.
Bamboo Storage Collection: $142,000 revenue, driven by targeted email campaign to existing customers

3.
Recycled Glass Dinnerware Set: $98,000 revenue, driven by Instagram influencer partnerships

4.
Organic Cotton Bedding Bundle: $76,000 revenue, driven by seasonal search trends

5.
Compostable Cleaning Kit: $54,000 revenue, driven by subscription trial offers

Revenue by channel tells a compelling story about the shifting acquisition strategy. Organic Search was the

highest revenue-generating channel at $518,800, representing 40% of total revenue, up from 32% in Q2. Paid

Search followed at $259,400, or 20% of revenue, down from 25% in Q2. Email Marketing contributed $207,520,

or 16% of revenue, remaining stable. Direct traffic generated $181,580, or 14% of revenue, up from 12%, and

Social Media contributed $129,700, or 10% of revenue, down from 13%. The shift toward organic is clear and

positive, with its revenue share increasing by 8 percentage points from Q2 while reducing dependency on paid

channels that are subject to rising costs and algorithm changes.
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Average Order Value (AOV) remained remarkably stable at $87.50, fluctuating less than $2.00 month-over-

month throughout the quarter. This stability is a positive indicator, suggesting that discounting and promotional

activity have not eroded the average transaction size, which is a common pitfall when brands engage in

aggressive sales tactics. However, the frequency of purchase among repeat customers declined slightly from

1.4 purchases per quarter to 1.3, indicating that while customers are spending the same amount per

transaction, they are making purchases less frequently. To counter this trend, we recommend launching a

'subscription and save' program for consumable products like cleaning supplies, soaps, and compostable items,

which could increase customer lifetime value by an estimated 20% by ensuring regular, recurring revenue from

the most loyal customer segments.

$1,297
,000TOTAL GROSS 

REVENUE
4.2% increase vs Q2

88%
NET REVENUE 

MARGIN
After returns and discounts

42%
TOP 10% CUSTOMER 

REVENUE
Of total revenue

$87.50
AVERAGE ORDER 

VALUE
Stable vs Q2



S O C I A L  M E D I A  P E R F O R M A N C E Digital Marketing & Analytics   2025-10-15

0 6

Social Media Performance
Platform-by-Platform Engagement and Revenue Analysis

Social Media Performance

Social media performance in Q3 2025 was a story of two platforms, with Instagram emerging as a clear winner

for engagement while Facebook showed concerning declines across key metrics. Instagram continued to be a

powerhouse for brand engagement, with a 35% increase in total engagements including likes, comments, and

shares, and a 12% increase in follower count, bringing the total to 85,000. The 'Behind the Product' video series,

which highlights the sustainable sourcing of materials and introduces the artisans and manufacturers behind

each product, was particularly successful, averaging 15,000 views per post and generating significant positive

sentiment in comments. However, this high engagement did not translate proportionally into site traffic, with

Instagram driving only 4% of total sessions, indicating a gap between engagement and conversion that needs to

be addressed through improved social commerce features.

Facebook, on the other hand, saw a decline in key metrics that necessitated a strategic reassessment of the

platform's role in the marketing mix. Organic reach fell by 18% due to algorithm changes that prioritize content

from friends and family over brand pages, and click-through rates (CTR) on paid posts dropped from 1.2% to

0.8%, representing a 33% decline. The cost per click (CPC) on Facebook Ads increased by 22%, making it the

least efficient paid channel in the portfolio. We have paused all non-retargeting Facebook campaigns and are

reallocating that budget to Google Shopping and influencer partnerships on Instagram and TikTok, where

engagement rates are higher and costs are more manageable.

SOCIAL MEDIA PLATFORM PERFORMANCE COMPARISON

PLATFORM ENGAGEMENT RATE TRAFFIC SHARE REVENUE ATTRIBUTED

Instagram 4.8% 4% $64,850

Facebook 1.2% 3% $38,910

Pinterest 2.1% 2% $19,455

TikTok 6.5% 1% $6,485

Pinterest showed surprising strength as a traffic and revenue driver, challenging assumptions about the

platform's value for ecommerce. While its traffic share is only 2%, the conversion rate from Pinterest is 3.5%,

which is higher than the site average of 3.1% and significantly higher than other social platforms. The 'Home

Decor Ideas' boards featuring product images in styled room settings are performing exceptionally well, with



users clicking through to purchase at a rate that exceeds expectations. We recommend increasing the frequency

of pins from 5 to 10 per day to capitalize on this high conversion rate and expand the catalog of shoppable

content on the platform. TikTok, while having the highest engagement rate at 6.5%, drives minimal traffic at 1%

of sessions and revenue at just $6,485. Our strategy for TikTok will remain focused on brand awareness and

community building rather than direct response, recognizing that the platform's audience is highly engaged but

not yet in a purchase mindset when consuming content.

The key takeaway from social media performance is that engagement does not equal conversion, and the path

to purchase on social platforms needs to be shortened and simplified. We need to implement more robust 'social

commerce' features, such as Instagram Checkout and Pinterest 'Shop the Look' pins, to reduce the friction

between discovering a product and completing a purchase. A/B testing of 'swipe-up' links in Instagram Stories

versus link-in-bio strategies is also recommended to improve traffic flow from our most engaged platform, with

the goal of increasing Instagram's traffic share from 4% to at least 8% by the end of Q4.

O P P O RT U N IT Y

Instagram engagement rose 35% but drives only 4% of site traffic. Implementing Instagram Checkout and 
optimizing link strategies could double traffic share by Q4 end.
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SEO Ranking & Organic Performance
Content Hub Impact and Technical SEO Wins

SEO Ranking & Organic Performance

Organic search has been the standout performer for Q3 2025, emerging as the primary growth engine for the

business and validating the strategic decision to invest heavily in content marketing and technical SEO. Total

organic sessions reached 196,460, a 28% increase from Q2, while the organic traffic share grew from 39% to

47% of all site traffic. This growth is directly correlated with the launch of the 'Sustainable Living Guide' content

hub in late June, which was designed to target high-intent, long-tail keywords related to sustainable home

products. The hub, which contains 25 long-form articles averaging 2,000 words each, has already generated

12,000 backlinks from reputable domains in the home and lifestyle space, significantly boosting the site's

authority and search visibility.

Keyword ranking data shows significant progress across the target keyword portfolio, with the most dramatic

improvements seen in the 'eco-friendly kitchen' keyword cluster. The site now ranks in the top 3 positions for 47

high-volume keywords, up from 22 in Q2, and in the top 10 for 183 keywords, up from 134. The primary driver of

this growth is the 'eco-friendly kitchen' keyword cluster, where we now hold the number one position for 'best

eco-friendly cookware' and 'sustainable kitchen gadgets,' keywords that together drive an estimated 8,000

monthly sessions. These rankings were achieved through a combination of high-quality content, strategic

internal linking, and the backlink profile generated by the content hub's authority.

Week 1-2 (June) Content Hub Architecture & Keyword Research

Week 3-4 (July) Publication of 10 Core Guides & Internal Linking Audit

Week 5-8 
(August)

Technical SEO Fixes (Core Web Vitals, Schema Markup)

Week 9-12 
(September)

Link Building Outreach & Performance Monitoring

Result 28% Traffic Increase & 15% DA Improvement

Technical SEO improvements have also played a crucial role in the organic performance gains, addressing

fundamental user experience issues that were hindering rankings. The site's Core Web Vitals scores have

improved significantly, with the Largest Contentful Paint (LCP) dropping from 3.2 seconds to 1.8 seconds on

mobile, bringing the site into the 'good' range according to Google's standards. This was achieved by

implementing lazy loading for images, optimizing server response times through a CDN upgrade, and deferring

non-critical JavaScript. We also implemented product schema markup, including Product, Review, and FAQ

schemas, which has resulted in rich snippets appearing for 35% of our product pages in search results,

increasing click-through rates by an estimated 12% for those pages.
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Despite these significant gains, there is still work to be done to fully optimize the site's organic potential. The

blog section, which is separate from the new content hub and contains legacy content from previous years, has

a high bounce rate of 75% and is not contributing to conversions or revenue. We recommend either merging the

blog into the content hub to consolidate authority and improve internal linking, or sunsetting it entirely and

redirecting the URLs to relevant content hub pages. Additionally, we have identified 45 product pages with thin

content, defined as fewer than 200 words of unique product description, that need to be expanded to improve

their ranking potential for commercial intent keywords. These pages currently rank on page two or three of

search results, and expanding their content to 500 words or more could push them into the top positions.

196,46
0ORGANIC SESSIONS

28% increase vs Q2

48
DOMAIN AUTHORITY

Up from 42 in Q2

47
TOP 3 KEYWORD 

RANKINGS
Up from 22 in Q2

35%
RICH SNIPPET 

COVERAGE
Of product pages
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Ad Spend Analysis & ROAS
Channel Efficiency and Budget Optimization

Ad Spend Analysis & ROAS

Total advertising expenditure for Q3 2025 was $341,000, representing an 18% reduction from Q2 2025's spend

of $416,000. This reduction was achieved by pausing low-performing display campaigns and reducing bids on

non-branded search terms that were generating high costs with low conversion rates. The overall Return on Ad

Spend (ROAS) improved significantly from 3.2x to 3.8x, demonstrating that the budget reallocation towards

higher-performing channels was successful and that spending less on the right channels yields better results

than spending more across all channels. The total revenue attributed to paid channels was $1,295,800,

representing a slight decrease from Q2's $1,331,200 but achieved at a much lower cost, resulting in higher net

profit from paid channels.

Google Ads remains the most efficient paid channel in the portfolio, justifying the decision to increase its share

of the advertising budget. Google Shopping campaigns delivered a ROAS of 4.8x, generating $240,000 in

revenue on a $50,000 spend, making it the highest-performing paid channel by a significant margin. Branded

search campaigns achieved a 6.2x ROAS, generating $124,000 in revenue on a $20,000 spend, confirming that

protecting brand terms from competitors is a highly efficient investment. These campaigns benefit from high

purchase intent, as users searching for the brand by name are typically further along in the buying journey and

more likely to convert.

Google Shopping ROAS 4.8x ($240k revenue on $50k spend)

Branded Search ROAS 6.2x ($124k revenue on $20k spend)

Non-Branded Search ROAS 2.8x ($168k revenue on $60k spend)

Display Retargeting ROAS 1.2x ($72k revenue on $60k spend)

Facebook Ads ROAS 1.8x ($108k revenue on $60k spend)

Overall Paid ROAS 3.8x ($1,295.8k revenue on $341k spend)

Display retargeting campaigns are the clear underperformer in the paid media mix, with a ROAS of just 1.2x,

which is likely unprofitable when factoring in operational overhead and the cost of creative production. These

campaigns have been paused pending a complete restructuring of the targeting strategy and creative approach.

The current retargeting strategy uses a broad 30-day cookie window that shows the same products to users

regardless of their browsing behavior, resulting in ad fatigue and low click-through rates. We recommend



implementing a more sophisticated retargeting strategy that segments users based on the specific products

they viewed and the stage of the funnel they are in, with different creative for each segment.

The Facebook Ads channel, while showing a ROAS of 1.8x, has been declining in efficiency over the past two

quarters due to rising CPCs and algorithm changes that have reduced the effectiveness of targeting. We have

paused all non-retargeting Facebook campaigns and are reallocating that budget to Google Shopping and

influencer partnerships on Instagram and TikTok, where engagement rates are higher and costs are more

favorable. The 3.8x overall ROAS is above the ecommerce industry average of 3.0x to 3.5x, but below top-tier

home goods performers who achieve 5.0x or higher, indicating that there is still room for improvement through

continued optimization and budget reallocation toward the highest-performing channels and campaigns.

“ The most important decision in advertising is where to place your bets. Our data clearly 

shows that Google Shopping and branded search are the winning horses, and we need to 

double down on them while cutting our losses on underperforming channels.

— Director of Digital Marketing, Q3 2025 Strategy Review
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Email Marketing Performance
Campaign Analysis and Subscriber Engagement

Email Marketing Performance

Email marketing continued to be a reliable and high-performing channel in Q3 2025, contributing $207,520 in

revenue, representing 16% of total revenue, and maintaining a stable traffic share of 6%. The channel's strength

lies in its ability to drive high-intent traffic, with email visitors showing the highest engagement metrics across

all channels, including an average session duration of 4 minutes and 12 seconds and a page depth of 5.8 pages.

The email subscriber base grew by 8% during the quarter, reaching 45,000 active subscribers, driven by a new

pop-up incentive offering 10% off the first purchase and a 'sustainable living tips' newsletter sign-up form on

the content hub.

Campaign performance analysis reveals that automated lifecycle emails significantly outperform broadcast

campaigns. The welcome series, which consists of four emails sent over two weeks, has an average open rate

of 45% and a click-through rate of 12%, generating $45,000 in attributed revenue. The abandoned cart recovery

sequence, triggered one hour after abandonment, recovers 8.5% of abandoned carts, contributing $38,000 in

recovered revenue. These automated flows are highly efficient, requiring minimal ongoing management while

delivering consistent results. In contrast, weekly broadcast newsletters have an average open rate of 22% and a

click-through rate of 3.5%, which are in line with industry benchmarks but significantly lower than triggered

emails.
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AUTOMATED LIFECYCLE EMAILS
Automated lifecycle emails are the backbone of 
email marketing performance. The welcome 
series achieves a 45% open rate and 12% click-
through rate, significantly outperforming 
broadcast campaigns. These emails are triggered 
by user behavior, ensuring relevance and 
timeliness. The abandoned cart recovery 
sequence recovers 8.5% of abandoned carts, 
directly recovering revenue that would otherwise 
be lost. These automated flows require minimal 
ongoing management while delivering consistent, 
predictable results. Investment in improving these 
flows, such as adding product recommendations 
based on browsing history, could further increase 
recovery rates and revenue.

BROADCAST NEWSLETTERS
Weekly broadcast newsletters have an average 
open rate of 22% and a click-through rate of 3.5%, 
which are in line with industry benchmarks for 
ecommerce but significantly lower than triggered 
emails. The content mix includes new product 
launches, sustainability stories, and curated 
product recommendations. While these 
newsletters are important for brand awareness 
and top-of-funnel engagement, their direct 
revenue contribution is lower than automated 
flows. We recommend A/B testing subject lines 
and send times to improve open rates, and 
incorporating more personalized product 
recommendations based on past purchase history 
to increase click-through and conversion rates.

Segmentation analysis reveals that customers who have made a purchase in the last 90 days have an open rate

of 38% and a click-through rate of 8%, compared to lapsed customers (no purchase in 6+ months) who have an

open rate of 15% and a click-through rate of 2%. This data underscores the importance of maintaining

engagement with active customers while developing re-engagement campaigns for lapsed subscribers. We

recommend implementing a win-back series for subscribers who have not opened an email in 90 days, offering

a 15% discount incentive to re-engage them before they churn completely.

$207,5
20EMAIL REVENUE

16% of total revenue

45,000
ACTIVE SUBSCRIBERS

8% growth in Q3

45%
WELCOME SERIES 

OPEN RATE
Top performer

8.5%
CART RECOVERY RATE

$38k recovered revenue
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Customer Experience & NPS
Feedback Analysis and Service Improvements

Customer Experience & NPS

Customer experience metrics showed meaningful improvement in Q3 2025, with the Net Promoter Score (NPS)

rising from 42 to 48, a 6-point increase that moves the brand from 'good' toward 'great' territory. This

improvement is attributed to several initiatives implemented during the quarter, including faster shipping times

(reduced from 5-7 days to 3-5 days for standard delivery), improved packaging with sustainable materials, and a

more responsive customer service team that now resolves 85% of inquiries within 24 hours. Customer feedback

surveys indicate that product quality and sustainability messaging are the top drivers of promoter scores, while

shipping speed and return process ease are the most common areas for improvement among detractors.

Analysis of customer service tickets reveals that the most common issues are related to order tracking (28% of

tickets), product sizing questions (22%), and return processing (18%). To address these issues, we have

implemented a real-time order tracking portal on the website, added detailed sizing guides with measurements

to all product pages, and streamlined the return process by providing prepaid return labels and extending the

return window from 30 to 45 days. These changes are expected to reduce customer service ticket volume by an

estimated 15% in Q4, allowing the team to focus on more complex inquiries and proactive outreach.

•
NPS improved from 42 to 48, a 6-point increase in Q3

•
Standard shipping reduced from 5-7 days to 3-5 days

•
85% of customer inquiries resolved within 24 hours

•
Real-time order tracking portal implemented on website

•
Return window extended from 30 to 45 days with prepaid labels

The customer feedback analysis also highlights the importance of sustainability messaging in driving brand

loyalty. Promoters frequently mention the brand's commitment to eco-friendly packaging, carbon-neutral

shipping, and transparent sourcing as reasons for their high scores. In contrast, detractors often cite the higher

price point compared to non-sustainable alternatives and occasional delays in shipping during peak periods. We

recommend continuing to invest in sustainability initiatives and communicating these efforts clearly in

marketing materials, while also exploring options to offer a budget-friendly product line to address price

sensitivity among potential customers.
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Looking ahead to Q4, the customer experience team is focused on preparing for the holiday season, which

typically sees a 40% increase in order volume. Key initiatives include hiring and training additional customer

service representatives, implementing a chatbot for common inquiries, and ensuring that inventory levels are

sufficient to meet demand without backorders. The goal is to maintain the current NPS of 48 or higher during

the busy holiday period, which will require proactive communication about shipping deadlines and order status

updates to manage customer expectations effectively.

C U S TO M E R  E X P E R I E N C E  W I N

NPS improved from 42 to 48 in Q3, driven by faster shipping, improved packaging, and responsive customer 
service. Maintaining this score during the holiday season is a key priority.
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Competitive Landscape & Market Trends
Industry Positioning and Strategic Opportunities

Competitive Landscape & Market Trends

The sustainable home goods market continues to grow rapidly, with a projected compound annual growth rate of

8.5% through 2030, driven by increasing consumer awareness of environmental issues and a shift toward

conscious consumption. However, this growth has attracted significant competition, with major retailers like

IKEA, Target, and Amazon expanding their eco-friendly product lines and leveraging their scale to offer

competitive pricing. In Q3 2025, these large competitors offered site-wide promotions of 20% to 30% off,

putting pressure on smaller brands like [Brand Name] to differentiate on factors other than price, such as

product quality, sustainability credentials, and customer experience.

[Brand Name]'s decision to avoid broad discounting and instead focus on targeted loyalty offers and value-

added bundles has proven effective in protecting brand equity and margin. The stable AOV of $87.50 and

improved NPS scores suggest that customers are willing to pay a premium for products that align with their

values and offer superior quality. However, the competitive pressure is likely to intensify during the holiday

season, and we recommend developing a limited-time 'Holiday Sustainability Bundle' that offers a curated

selection of top-selling products at a 10% discount, providing a compelling value proposition without resorting

to broad site-wide discounts that could erode margin.

COMPETITIVE LANDSCAPE OVERVIEW

COMPETITOR KEY STRENGTH THREAT LEVEL OUR ADVANTAGE

IKEA Scale and pricing High Superior sustainability 
credentials

Target Convenience and reach High Curated product 
selection

Amazon Selection and speed Medium Brand story and 
transparency

Bamboo Home Direct sustainability 
focus

Medium Stronger content and 
SEO

EcoLiving Niche product focus Low Broader product range

Market trends indicate that consumers are increasingly seeking transparency in sourcing and manufacturing,

with 73% of shoppers saying they would pay more for products from brands committed to sustainability. This

trend plays directly to [Brand Name]'s strengths, as the brand's content hub and 'Behind the Product' video series

provide the transparency that consumers demand. Additionally, the rise of 'circular economy' practices, such as

product take-back programs and refillable packaging, presents an opportunity for differentiation. We



recommend exploring a pilot program for a product take-back initiative in Q4, where customers can return used

products for recycling in exchange for a discount on their next purchase.

The competitive analysis also reveals that [Brand Name]'s investment in SEO and content marketing is a

significant differentiator. While competitors like IKEA and Target have larger marketing budgets, they lack the

focused, high-quality content that ranks for long-tail, high-intent keywords. The 28% increase in organic traffic

and 15% improvement in Domain Authority demonstrate that this strategy is working and should be continued

and expanded. We recommend creating additional content hubs for other product categories, such as

'Sustainable Bathroom' and 'Eco-Friendly Office,' to capture more keyword clusters and further strengthen the

brand's organic presence.

“ In a market dominated by giants, our competitive advantage lies not in matching their scale, 

but in outmaneuvering them with superior content, authentic sustainability, and a customer 

experience that builds lasting loyalty.

— CEO, [Brand Name]
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Recommendations & Q4 Strategy
Actionable Initiatives for the Holiday Season

Recommendations & Q4 Strategy

Based on the comprehensive analysis of Q3 2025 performance, we have identified five key strategic

recommendations for Q4 2025 that are designed to capitalize on the brand's strengths while addressing critical

areas for improvement. These recommendations are prioritized based on their potential revenue impact,

implementation feasibility, and alignment with the brand's long-term strategy of sustainable growth. The

overarching theme for Q4 is to 'double down on what works and fix what doesn't,' with a particular focus on the

mobile conversion gap, organic content expansion, and paid media efficiency.

1.
Fix the mobile conversion funnel: Roll out guest checkout site-wide, implement one-page checkout A/B 
test, and optimize form auto-fill to capture $162,000 in forgone revenue

2.
Expand organic content: Create additional content hubs for 'Sustainable Bathroom' and 'Eco-Friendly Office' 
categories to capture more keyword clusters and drive continued organic growth

3.
Optimize paid media allocation: Increase Google Shopping and branded search budgets by 20%, pause 
display retargeting until restructured, and reallocate Facebook budget to influencer partnerships

4.
Launch holiday loyalty program: Introduce a 'Holiday Sustainability Bundle' at 10% discount for loyalty 
members, and launch a 'subscription and save' program for consumable products

5.
Enhance customer experience: Maintain NPS of 48+ during holiday season by hiring additional CS reps, 
implementing chatbot, and ensuring proactive communication about shipping deadlines

The mobile conversion funnel fix is the highest priority initiative, as it addresses the single largest revenue

opportunity identified in this report. The estimated $162,000 in forgone revenue from the mobile conversion

gap represents a 12.5% potential revenue increase if fully captured. The guest checkout rollout, which showed a

15% improvement in mobile conversion rates during testing, is scheduled for early October and is expected to

be fully implemented before the holiday shopping season begins. The one-page checkout A/B test will run

concurrently, with results expected by mid-October to inform further optimization.

The organic content expansion is the second priority, building on the significant success of the 'Sustainable

Living Guide' content hub. The 28% increase in organic traffic and 15% improvement in Domain Authority

demonstrate the effectiveness of this strategy, and expanding to additional categories will capture more high-

intent traffic. The 'Sustainable Bathroom' and 'Eco-Friendly Office' hubs will each contain 15-20 long-form

articles, targeting keywords with high search volume and commercial intent. We expect these hubs to generate

an additional 15-20% increase in organic traffic within 90 days of launch.
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The paid media optimization recommendations are designed to improve overall ROAS from the current 3.8x to

4.5x by Q4 end. Increasing Google Shopping and branded search budgets by 20% is expected to generate an

additional $50,000 in revenue at a 5.0x+ ROAS, while pausing display retargeting will save $60,000 in spend

that can be reallocated to higher-performing channels. The influencer partnership budget will focus on

Instagram and TikTok, targeting micro-influencers in the sustainable lifestyle space who have high engagement

rates and authentic audiences. These recommendations, combined with the customer experience

enhancements, position [Brand Name] for a strong Q4 that builds on the strategic progress made in Q3.

C R IT I C A L  ACT I O N  IT E M

The top priority for Q4 is fixing the mobile conversion funnel, which represents a $162,000 revenue 
opportunity. Guest checkout rollout and one-page checkout A/B testing are scheduled for early October.
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