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Executive Summary

Tuff Collection is not dealing with a traffic problem. Instead, it has a funnel problem

and a channel-mix problem. The brand already has 10,000 monthly visitors, a 12%
add-to-cart rate, 50% email open rates, and 20 years of Costco brand recognition.
The growth isn't locked behind more ad spend - it's gated behind converting and
retaining the audience already showing up. The proposed strategy is built on three
compounding systems: Convert, Retain, and Acquire.

Three Systems, One Flywheel

1. CONVERT - Fix the funnel before
scaling traffic. CVR of 1% against a
3%+ industry benchmark means
half the potential revenue is being
left on the table from existing
visitors.

2. RETAIN - Turn a 20% repeat
purchase rate into 35%+. The
cheapest customer you will ever
acquire is one you already have.

3. ACQUIRE - Diversify traffic away
from 57% paid dependency using
TikTok, Pinterest, SEQ, and the
Costco heritage bridge - a unique
asset no other DTC brand has.

The Opportunity in Numbers

Current: 100 orders/month —
~$1,400 GP

Fix CVR to 2.5% only: +$17,000
GP/month

Add email flows properly: +$6,500
GP/month

Add retention (35% RPR): +$2,800
GP/month

Combined (Month 12): ~$70,000+
GP/month

That is a 6x GP increase - without
6x the ad spend.

CREATIVE INSIGHT

Tuff Athletics has an extremely unique position, they have been in Costco for 20 years. That means
there are hundreds of thousands of Canadian women who already know, trust, and have bought from
this brand. But, they have NO idea thetuffcollection.com exists. This is free acquisition waiting to be
activated. It is incredibly rare in DTC: pre-existing brand equity. Every recommendation in this
strategy is built around making use of assets Tuff already owns before buying more attention.



The Tuff Growth Flywheel - three Compounding Systems

Each system feeds the next:

More conversions —> More repeat buyers = More organic word-of-mouth & lower CAC — More growth

CONVERT

Fix the funnel
CRO + Email
CVR 1% = 2.5%

TUFF
RETAIN DTC ACQUIRE
GROWTH
Own the customer Smarter channels
Email « SMS « LTV TikTok + SEO + Bridge
RPR 20% = 35%+ Organic: 26% = 50%+

Source: Tuff Collection Case Brief + Class Frameworks (CRO, Email Lifecycle, SEO, Social Media)



The Situation

Site Audit + Data Diagnosis

After reviewing thetuffcollection.com, the Tuff activewear collection, the Maven
Studio page, and individual PDPs like the Caitlin Wool Coat, here is what stands out:

What Tuff is doing well

e Brand voice: 'Light. Intentional.
Effortless.’ - fitting for the 20-40s
busy woman positioning

e Visual identity: clean, editorial,
aspirational without being
inaccessible

e Navigation: well-structured by
category and brand (Tuff vs.
Maven Studio)

e Free shipping threshold at $80
naturally incentivises multi-item
orders

e Maven Studio spring 2026 arrivals
(Colette Pant, Ashlynn Pant) are
visually compelling

e Site uses Shopify, every
recommendation below has a
native app or setting

The friction points killing conversion

Zero product reviews visible on
any PDP - the #1 trust signal for
new DTC customers

No free-shipping progress bar
("$22 away from free shipping”) -
the simplest AOV lever

No “Complete the Set" cross-sell -
single-item orders kill AOV

Maven Studio collection page has
no editorial story - just a product
grid for a 4-week-old brand

No Browse Abandonment email
flow, visitors who look but don't
ATC are un-retargeted

Tuff Athletics link goes to a
different URL (tuffathletics.com) -
Costco customers who find their
way here get confused


https://www.thetuffcollection.com/
https://www.thetuffcollection.com/collections/tuff-women-activewear
https://www.thetuffcollection.com/collections/maven-studio
https://www.thetuffcollection.com/collections/maven-studio
https://www.thetuffcollection.com/products/caitlin-wool-coat-black

TUFF Collection - Full Customer Journey Map

(Current Gaps + Fixes)

Categories

Today

Fix

Channel

KPI

Awareness

Paid Social
32%

TikTok +
Pinterest +
SEO

Organic
TikTok

Reach
Impression
s

Discovery

Google
Search
25%

Costco
bridge

SEO +

branded

Google
SEO Paid
Search

Organic
traffic

Browse

No story,
no
reviews

Reviews +
Shop the
Look

Email
flow:
Browse

Time on
page

Intent

12% ATC
High intent

Free shop
bar,
Browse
abandonm
ent

Email Care
Abandon

ATC rate
>15%

Convert

1% CVR
BIG LEAK

CRO +
reviews
Apple Pay

Shopify
CRO A/B
Tests

CVR >2.5%

Retain

20%
repeat,
below avg

Email flows
+ SMS +
Loyalty

Klayviyo
Email +
SMS

RPR >25%

Advocate

Almost
none

UGC +
Capsule
Club

UGC +
Reviews

NPS + UGC
volume



The Conversion Diagnostic

Applying the Marketing Experiments heuristic from class (C = 4m + 3v + 2(i-f) -
2a): Motivation is already working, 12% ATC proves shoppers have intent. The
suppressed factors are anxiety (no reviews, no social proof, uncertain fit) and
friction (no one-tap checkout, no size confidence, no urgency). The 11% bounce rate
tells an important story: visitors are genuinely engaged with the brand. They are not
arriving and leaving immediately. They are browsing, they are adding to cart, and
then they are leaving. This is a closing problem, not a traffic problem.

Metric

Conversion Rate

Email Revenue Share

Organic Social

Repeat Purchase
(12mo)

Browse Abandonment

Cart Abandon. Flow

Pinterest presence

AOV

Current

1.0%

~2%

3%

20%

Not set up

Active

(basic)

Zero

~$175 CAD

Gap / Opportunity

Fashion apparel avg: 3.6% (Sobot, 2025). Gap
= ~$21,000 GP/month unrealized

DTC email benchmark: 20-30% (Klaviyo).
Email flows drive 30x more RPR than
campaigns

A visual lifestyle brand for women - TikTok +
Pinterest are purpose-built for this demo

DTC leaders: 35-45%. Klaviyo post-purchase
flows recover this gap at near-zero cost

Missing flow. Avg RPR: $1.95 per recipient
(Klaviyo 2024). 10k visitors x 20% browse =
200/mo opportunity

Current 1-email flow. 3-email sequences
generate 6.5x more revenue vs single email
(Klaviyo/Mailmend)

83% of Pinterest weekly users made a
purchase from Pinterest. Capsule wardrobe:
5M+ monthly searches

With cross-sell + free shipping bar: target
$200-215. No dev required, Shopify-native
tools



Recommendation 1

Fix the Funnel (CRO + A/B Testing)

Every paid dollar Tuff spends acquires traffic at 1% CVR. At 2.5% CVR, which is below
the fashion industry average, the same traffic budget produces 2.5x the revenue.
CRO is the multiplier. Everything else compounds off it.

Priority Actions (Month 1-2)

1.

Install Microsoft Clarity (free). Week 1. Watch 20 session recordings on the
leggings PDP (thetuffcollection.com/collections/leggings-shorts) and the
checkout. This is not optional - it's the data that informs every other CRO
decision. The Hotjar heatmap module from class applies directly.

Add product reviews using Okendo or Judge.me. Both are Shopify-native, free
to start. Email your 30 most recent buyers with a 10% incentive for leaving a
review. Research shows 74% of people trust reviews from others - and zero

reviews signals "this brand is new and unproven.”

Add a free-shipping progress bar in the cart. Monster Cart Upsell (Shopify
App Store) adds this in 20 minutes. "You're $23 away from free shipping"
naturally increases AOV from $175 toward $200+, clearing the $80 threshold
automatically and making every order feel like a win for the customer.

Enable Apple Pay and Shop Pay. Go to Shopify Settings = Payments —
Accelerated Checkouts. One-tap checkout. For mobile users (likely 60%+ of
Tuff's traffic given the target demo), each extra form field loses ~20% of
remaining shoppers.

Add "Complete the Set” cross-sell. On all leggings and tights PDPs, show a
"Frequently Bought Together” module with the matching sports bra and a Maven
Studio piece. If the customer buys all three, trigger the free shipping threshold
automatically. AOV goes from $74 to $220 in one session

A/B test the Maven Studio collection page. Current: pure product grid.
Proposed: grid PLUS a 3-sentence brand manifesto at the top and a "Shop the
Transition: Gym to Office" lookbook row. Use Zoho PageSense (free tier) or
Optimizely as per class. Hypothesis: adding story context to a 4-week-old
brand will increase PDP clicks by 15-25%.


https://www.thetuffcollection.com/collections/leggings-shorts
https://codecrew.us/blog/klaviyo-abandoned-cart-flows-best-practices-and-practical-examples/

Skin « Shave

Aesop.
Double-Edge Razor

Featuring a hand-polished and triple-plated collar, this high
density handle and chrome-plated blade head are perfectly

balanced to facilitate an immaculate shave. Sold with ten
stainless steel Merkur Solingen razor blades.

Key ingredients
Handmade by skilled English crafismen

Add to your cart — $105.00

Accompany with

Using Aesop's finest quality Shaving Brush, lather
Moroccan Neroli Shaving Serum in Sori Yanagi's
Stainless Steel Bowl, Finish with Morecean Neroli
Post-Shave Lotion to scothe and balance skin;
this formulation is available paired with its
Shaving Serum counterpart in Morocean Neroli
Shaving Duet.

Shaving Brush Moreccan Nercli Shaving Serum

Cross-Sell Example (Source)

The CRO Math (class breakeven framework)

e Current: 10,000 visits x 1% CVR x $175 AOV x 65% GM = $11,375 GP/month

e CVR 1% — 2% (zero new traffic): $22,750 GP/month (+$11,375 from near-zero
spend)
CVR 2% + cross-sell lifts AOV to $200: $26,000 GP/month
CVR 2.5% + $200 AOV + 15,000 visitors (Month 6): $48,750 GP/month

Source: Case brief economics + Sobot fashion CVR benchmarks 2025 (sobot.io)


https://www.yieldify.com/blog/cross-selling/

Recommendation 2

Email Strategy (Lifecycle + Flows)

An 8% email capture rate, ~50% open rates, and only 2% of revenue from email is
the most expensive missed opportunity in this account. Klaviyo's 2024 benchmark
data shows automated flows generate 30x more revenue per recipient than one-off

campaigns.
The Four Flows to Build (in priority order)

e Flow 1- Welcome Series (restructure immediately). Current: discount code in
Email 1. Fix: move the offer to Email 2. Email 1 earns trust with brand story ("From
Costco shelves to your capsule wardrobe - elevated"). Email 2 (24 hrs, no
purchase) delivers the offer. This distinction matters: brands that lead with
discount train customers to wait, not buy. The Klaviyo benchmark for welcome
series RPR is $3.34 per recipient - nearly 30x better than a one-off campaign.

e Flow 2 - Browse Abandonment (build now, currently missing). Trigger: viewed
a product page, did not add to cart. Email 1 at 4 hrs: "Still thinking about the Tuff
High-Rise Leggings?" with product image and one review quote. Email 2 at 24
hrs: "Others are looking at this" + 3-star ratings. Klaviyo data: browse
abandonment converts 3-5% of recipients at $1.95 RPR. At 10,000
visitors/month with ~20% browsing without ATC, this flow generates ~$390 in
additional monthly revenue at baseline - all from traffic already arriving.

e Flow 3 - Cart Abandonment (optimize existing). Three-email sequences
generate 6.5x more revenue than single emails - $24.9M vs $3.8M in Klaviyo_
analysis. Current setup is likely a 1-email flow. Restructure: Email 1 (1 hr, no
discount, reinforce quality/value), Email 2 (24 hrs, urgency - "low stock in your
size"), Email 3 (48 hrs, 10% offer with 48-hr expiry). For Tuff's AOV of $175, brands
in the $100-200 AOV range average $7.01 RPR per recipient for cart
abandonment flows.

e Flow 4 - Post-Purchase Nurture (build Month 2). Day 2: care tips + "Complete
your set" cross-sell (bought leggings = show matching bra + Maven Studio
piece). Day 7: Maven Studio introduction for activewear buyers - "Meet the
other side of Tuff." Day 14: review request with 10% off next order. Day 45:
winback if no second purchase - new arrivals email with a soft offer.


https://www.klaviyo.com/blog/abandoned-cart-benchmarks
https://www.klaviyo.com/blog/abandoned-cart-benchmarks
https://www.klaviyo.com/marketing-resources/ecommerce-benchmarks
https://www.thetuffcollection.com/collections/leggings-shorts
https://www.thetuffcollection.com/collections/leggings-shorts
https://www.klaviyo.com/marketing-resources/ecommerce-benchmarks
https://mailmend.io/blogs/cart-abandonment-recovery-statistics
https://mailmend.io/blogs/cart-abandonment-recovery-statistics
https://www.klaviyo.com/blog/abandoned-cart-benchmarks

Email Revenue Projection

e Current: 2% of $17,500/month = $350/month from email

e Target (Month 6): 20% of $35,000 = $7,000/month from email flows +
campaigns

e Automated flows alone: 10,000 visitors x 8% capture x flows RPR = estimated
+$2,800-4,200/month

e Source


http://klaviyo.com/marketing-resources/email-benchmarks-by-industry-2024

Recommendation 3

The Costco Heritage Bridge

This is the single most differentiated opportunity in this strategy. No other DTC
brand in the world has Tuff's specific asset: 20 years of brand equity with
millions of Costco shoppers who already know, trust, and have worn the product.
The pivot from wholesale to DTC creates an education gap, but that gap is an
acquisition channel waiting to be opened.
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p Warehouses Account Cart
My Warehouse Delivery Location Lists | Buy Again
© Downsview ) m3H 4T
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Shop Tuff Athletics
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Women's Size: Small

Large X-Large XX-Large

Costco Tuff Athletics (Source)


https://www.costco.ca/p/-/tuff-athletics-womens-leggings-with-pockets/4000343534?storeId=10302&contractId=120950&contractId=120551&contractId=120552&contractId=120769&contractId=120771&contractId=120768&contractId=120773&contractId=120772&contractId=120770&contractId=120774&contractId=120953&contractId=120554&contractId=4000000000000101007&contractId=120553&contractId=121232&contractId=4000000000000001004&partNumber=4000343534&langId=-24&catalogId=11201

Four Tactics to Activate the Costco Customer

1.

Branded keyword defense (Google Search, Month 1). "Tuff Athletics online,"
"buy Tuff activewear not at Costco,” "Tuff leggings website" - these are near-
zero-competition, high-intent searches with CPCs likely under $0.50. These
searchers already want to buy. They just need to find the site. This maps to the
branded vs. non-branded keyword strategy from the paid search module.

SEO landing page: "From Costco to Capsule.” Build a dedicated page at
thetuffcollection.com/pages/costco-to-capsule with copy like: “If you've loved
Tuff Athletics at Costco for years, meet the premium DTC line we built for you."
This page targets "Tuff Athletics online” organically, builds internal linking, and
captures a customer who is one step from buying. Cost: 2 hours of copywriting.

Maven Studio as the "upgrade” story. The messaging angle is powerful: the
leggings Costco customers love are the entry point. Maven Studio is where the
brand evolves. Content hook: "You've lived in Tuff leggings from Costco. Now
there's a collection that takes you from 6am to 6pm." This is not just a product
pitch - it's a brand story with a protagonist the customer already knows.

Social bridging on TikTok/Instagram. A 3-part TikTok series: "What we made
for Costco vs. what we built for you.” This directly speaks to the Costco demo,
creates social currency (the insider information feel), and drives both brand
search volume and affiliate conversions via Awin.

Costco Bridge
Why the Costco Bridge is worth prioritizing above all other acquisition tactics
e Cold traffic acquisition via Meta: ~$90-120 CAD CPA at 1% CVR

e Costco bridge traffic (branded search, direct, word-of-mouth): near-zero CPA
e These customers already trust the brand - conversion rate from this cohort

will be 3-5x higher than cold traffic

e The content practically writes itself - the origin story is genuinely compelling



Recommendation 4

TikTok + Pinterest (Build Owned Organic)

Organic social generates 3% of traffic for a brand selling lifestyle activewear to
women 20-40 in 2026. TikTok is the discovery engine for this demographic.
Pinterest is the purchase-intent engine. Together, they replace a portion of paid
traffic with compounding, owned-channel traffic at near-zero ongoing cost.

TikTok - The Awareness Engine

The 6 STEPPS framework from class maps precisely to Tuff's content opportunity:
Social Currency (wearing premium activewear at attainable prices is a smart-
shopper flex), Triggers (morning routines, school-run GRWMs are habitual content
hooks), Public (outfit transitions are inherently imitable). The Costco-to-premium
origin story is a Story in the classic viral sense - it's unexpected, relatable, and
shareable.

e Content strategy - 3-4 posts/week: Format 1: "Get ready with me" for school
run or gym to work, featuring a specific Tuff + Maven transition. Format 2:
"Honest review: Tuff vs [competitor] - | wore both for 30 days." Format 3: Outfit
transition reels set to trending audio. Format 4: Behind-the-scenes of a brand
that started at Costco building a DTC collection.

e Micro-influencer sourcing via Awin: 8-10 Canadian lifestyle/fitness creators
(10K-100K followers). Budget $100-500 each + affiliate codes. inBeat Agency._
benchmarks show micro-influencers average 10-13% engagement - vs 1-2% for
celebrities. Every sale is tracked via Awin codes.

e TikTok Spark Ads (Month 4+): Only boost organic content that already has
proven engagement. Do not pay to amplify content that has not first validated
organically. This cuts CPV by 30-50% vs. cold creative.

Pinterest - The Stealth Purchase-Intent Channel

Pinterest is the most underutilized platform in the DTC activewear space - and the
most aligned with Tuff's positioning. 76% of Pinterest users are women. Capsule
wardrobe content generates millions of monthly searches. A single pin can drive
traffic for 3+ months. And 83% of weekly Pinterest users have made a purchase

based on something they found there.


https://inbeat.agency/blog/micro-influencer-marketing
https://inbeat.agency/blog/micro-influencer-marketing
https://www.pinterest.com/ideas/athleisure-capsule-wardrobe-2024/901311361912/
https://www.pinterest.com/ideas/athleisure-capsule-wardrobe-2024/901311361912/
https://business.pinterest.com/en-ca/audience
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Capsule Wardrobe Example (Source)

e 5 pin series to launch immediately: (1) "5-piece capsule wardrobe for busy
moms - Tuff Collection’; (2) "Gym to office: 1 outfit, 3 transitions with Tuff +
Maven"; (3) "How to style the Colette Pant 3 ways" (linking to maven-studio); (4)
"The honest Lululemon alternative guide for Canada’; (5) "Tuff activewear: what
20 years of Costco and a DTC pivot looks like."

e SEO play: "affordable activewear Canada,” "capsule wardrobe workout,” and
‘women's activewear sets Canada" are high-volume Pinterest search terms with
almost zero optimized brand content. Tuff can rank on the first page of Pinterest
for these terms within 60 days of consistent posting.

e Tool: Canva (Tuff's designer can create pin templates in 1 hour) + Tailwind for
scheduling ($19/month). Pinterest is one of the highest-ROI additions to a lean
team's content calendar because pins write-once, perform-for-months.


https://pinterestingplans.com/spring-capsule-wardrobe-for-work/
https://www.thetuffcollection.com/collections/maven-studio

Recommendation 5

Maven Studio: The Drop Model

Maven Studio launched in recently. Here is a creative alternative that costs the
same but generates significantly more excitement, urgency, and email list growth:
the Seasonal Drop model.

Instead of continuous product availability with quiet restocks, Maven Studio releases
4-6 key pieces per season in a named, limited-quantity drop. The Colette Pant
and Ashlynn Pant already exist as natural candidates for the "Spring Drop." Here is
what changes with the drop model:

e Pre-drop buzz (6 weeks before): Teaser content on TikTok and Instagram.
Waitlist email capture: "Join the waitlist for the Maven Spring Drop." Every waitlist
sign-up is a zero-cost email acquisition. This is Triggers + Scarcity from the
viral marketing module - the most powerful behavioural drivers for the 28-42
demo.

e Drop day: Email blast to full list. SMS to opted-in subscribers. Klaviyo flow
triggered by "Drop live" event. Early access (48 hrs before public) given to
Capsule Club members (see below). TikTok video: "The Maven Spring Drop is
live. These 6 pieces. Limited run.”

e Post-drop: "Almost gone’ retargeting ads for any visitor who viewed a drop
product but did not buy. Waitlist for sold-out items captures the next cycle's
email list passively.

e Why this works: Urgency is the most powerful conversion driver for fashion
DTC. Limited drops create legitimate FOMO, not manufactured discount
pressure. They position Maven Studio as a brand people follow, not just browse.

Maven Studio

Designed as an everyday capsule for life in motion. Thoughtful silhouettes, soft structure, and
adaptable essentials created to support her pace, so getting dressed feels intuitive and familiar.

Maven Studio (Source)


https://www.thetuffcollection.com/collections/maven-studio?srsltid=AfmBOor5DyJ4z5OS5tlRTQ4V4QqBCRYVCL7gfVZdiDSmXGKHvR02XuME

e Club Loyalty Program

The repeat purchase rate of 20% is below the DTC benchmark of 35-45%. The gap
represents thousands of dollars in monthly gross profit from customers who have
already bought and could be brought back at near-zero acquisition cost. A loyalty
program converts post-purchase satisfaction into structured repeat behaviour.

e Tuff Starter (Ist purchase): Early sale access, free shipping threshold drops to
$60, birthday discount (15%). Goal: remove the barrier to a second purchase.

e Tuff Collective (3+ purchases): 48-hour early access to Maven drops, monthly
curated outfit email, free returns. Goal: the aspirational tier that motivates a 3rd
purchase.

e Tuff Founder (6+ purchases): Quarterly capsule package, named in brand
content, access to collection previews. Goal: superfan engine - these customers
post organic UGC and refer new buyers at no cost to Tuff.

e Tool: Smile.io (Shopify-native, free to $49/month). Points earned for
purchases, reviews, social shares, and referrals. Setup time: 2-3 days, no
developer required. This is the lifecycle pyramid from class made operational.
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Loyalty Program Image (Source)


https://www.growave.io/blog/loyalty-programs-examples

Recommendation 7

Paid Search Efficiency

Paid search is already active and driving 25% of traffic. The priority is efficiency,
extracting more conversions from the same budget, not more spend. This is the max
CPC and Quality Score framework from class applied to Tuff's actual numbers.

e Max CPC calculation (leggings category): At 2% CVR (post-CRO), gross profit
per order is ~$46 (65% GM x $70 avg price). Max CPC = CVR x GP = 0.02 x $46 =
$0.92. Any keyword with a current CPC above $0.92 is unprofitable. Run the
search term report and audit against this ceiling immediately.

e Defend branded keywords: Exact match campaigns for "Tuff Collection,”
"Maven Studio Canada,” "Tuff activewear” at low bids. Branded search has the
highest Quality Score, lowest CPC, and highest conversion rate of any campaign
type. Losing a branded SERP position to a competitor would cost far more to
recover than to prevent.

e Google Shopping (PLAs) for activewear: For visual products like leggings and
sports bras, Shopping ads outperform text ads because shoppers see the
product image, colour, and price before clicking. Tuff's price advantage over
Lululemon is most visible in a Shopping result. Launch with $15/day test budget.

e Retargeting - time-decay model (class module): Day 1-3: product image
retargeting, no discount. Day 4-7: "Limited stock in your size" urgency. Day 8-14:
15% offer with countdown timer. After Day 14: suppress. Build a separate
retargeting audience for Maven Studio drop page visitors - these are high-
intent, under-retargeted shoppers.

Q. Paid search advertising |

Paid Search Image (Source)


https://www.growave.io/blog/loyalty-programs-examples

Financial Model

What Success Looks Like

TODAY - Baseline State

e Monthly visitors: 10,000
e CVR:1% =100 orders

AOV: $175 CAD (avg 2.5 items x
$70)

Monthly revenue: $17,500
Gross margin (65%): $11,375
GP/month

Email share: 2% = $350/month
Repeat purchase: 20% in 12
months

Paid traffic share: 57% - fragile
Browse abandon. flow: none

MONTH 12 - Target State

Monthly visitors: 18,000-22,000
(SEO + TikTok + Pinterest)

e CVR: 2.5% = 450-550 orders
e AOV: $200-215 (cross-sell + free

shipping bar)

Monthly revenue:
$90,000-$118,250

Gross margin (65%):
$58,500-$76,900 GP/month
Email share: 20% =
$18,000-$23,000/month
Repeat purchase: 35%+ (Capsule
Club + flows)

Paid traffic share: 35-40% -
diversified

All 4 Klaviyo flows active and
optimized

Where each GP dollar comes from in Month 12

NEENES

CRO (CVR 1% — 2.5%, AOV $175 — $210): +$41,000 GP/month vs. baseline
Email flows (2% — 20% of revenue): +$10,500 GP/month

Repeat purchase rate (20% —> 35%): +$3,800 GP/month added LTV

Organic traffic growth (3% — 15% of mix): -$4,200/month in paid spend saved

Combined 12-month incremental GP vs. baseline: approximately $640,000 CAD

Note: These projections assume sustained current paid media spend (no increase required)



12-Month Execution Roadmap

Sequenced by impact-to-effort ratio. Months 1-3 are executable by Jason's team of 3 using
Shopify-native tools and Klaviyo only.

Month

M1

M1

M1

M1

M1

M1

M1

M1

M2

Recommendation

Install Microsoft Clarity -
watch 20 session recordings
on leggings PDP + checkout

Add product reviews: email 30
recent buyers with 10% review
incentive (Okendo)

Restructure welcome flow:
brand story Email 1, discount
Email 2 (Klaviyo)

Add free-shipping progress
bar to cart (Monster Cart
Upsell app)

Enable Apple Pay + Shop Pay
in Shopify checkout settings

Build browse abandonment
flow in Klaviyo (currently
missing)

Google: branded exact match
+ Shopping campaign +
negative KW audit

Build "From Costco to Capsule"

SEO landing page

Launch TikTok account - 3
videos/week: outfit transitions,
GRWM, honest review

Channel

Analytics
(free)

Site
(Shopify)

Email

Site
(Shopify)

Site
(Shopify)

Email

Google Ads

SEO + Site

TikTok
Organic

KPI Target
Drop-off

identified

Reviews live on
5 PDPs

Email CVR up

AQV +10-15%

Mobile CVR +

$1.95 RPR per
recipient

CPA reduction

Branded
organic traffic

500 followers,
reach

Class Concept

A/B Testing - data
before decisions

CRO - social proof
reduces anxiety
(C=4m+3v-2a)

Email Lifecycle -
nurture vs. drip

A/B Testing - reduce
friction

A/B Testing -
checkout friction

Email Lifecycle -
browse abandon.

Paid Search - QS,
max CPC, match

types

SEO - branded/non-
branded keyword
strategy

Social Media + 6
STEPPS (Triggers +
Public)



M2

M2

M2

M2

M3

M3

M3

M4

M4

M4-6

M6-12

Add "Complete the Set" cross-

sell module to leggings +
sports bras PDPs

Build post-purchase nurture
flow (cross-sell Day 2, Maven
intro Day 7, review Day 14)

Launch Pinterest: create 5 pin

series, schedule via Tailwind

($19/mo)

SEOQ: update title tags + meta
descriptions on all top PDPs +

add schema markup

Outreach to 8-10 Canadian
micro-influencers via Awin
affiliate codes

Launch Maven Studio "Spring

Drop" model with 48-hr
waitlist capture

Launch SMS opt-in (Klaviyo);
use for Maven drops + cart
abandon recovery

Launch Capsule Club loyalty
program (Smile.io - Starter +
Collective + Founder)

TikTok Spark Ads: boost top-
performing organic content
only

SEO content: 4 blog posts
targeting non-branded +
Costco bridge terms

Expand Pinterest to 25+
pins/month; apply Pinterest
Ads to top-performing pins

Site
(Shopify)

Email
(Klaviyo)

Pinterest
Organic

Organic
Search

Affiliate +
TikTok

Email +
TikTok

SMS
(Klaviyo)

Retention
(Smile.io)

TikTok Paid

Organic
Search

Pinterest
Paid

AOV $175 —
$200+

RPR 20% —
28%

Impressions +
clicks

CTR up +rich
results

Trackable
affiliate revenue

Waitlist growth

SMS opt-in rate

RPR 28% —
35%+

CPV <$010

Keyword
rankings

Paid traffic
diversification

A/B Testing - AOV
uplift experiment

Email Lifecycle -
post-purchase
nurture

SEO (owned media)
+ Inbound Marketing

SEO - on-page,
HTML/schema from
class

Social Media -
micro-influencer
economics

Viral Marketing -
Scarcity + Triggers (6
STEPPS)

Email Lifecycle -
SMS extension, CASL
compliance

Email Lifecycle -
Lifecycle Pyramid
(class)

Paid Social - bidding
models, CPV buying

SEO - long-tall
keyword strategy

Display Media -
programmatic +
native ads



First 90 Days

Weekly Action Plan

Week 1-2: Diagnose Everything, Change Nothing Yet

Install Microsoft Clarity. Record 20 sessions on the leggings PDP and
checkout. Do not act until you know where people actually leave.

Subscribe to your own email welcome flow as a new customer. Screenshot
every email. Note: where is the discount? Where is the brand story? When
would you personally have closed the tab?

Google: "Tuff Athletics online,” "Tuff leggings DTC," "buy Tuff activewear
Canada.” Screenshot results. This is your Costco bridge keyword baseline.

Search "women's activewear Canada’ on Pinterest. Note: who is pinning?
What content performs? Tuff is not there. That is a whitespace document.

Pull GA4 Traffic Acquisition report. Confirm which email flows are generating
revenue. Confirm UTM tags are tracking email traffic correctly

Week 3-4: Fix the Three Biggest Leaks

Add Okendo or Judge.me to Shopify (30 mins). Email 30 most recent buyers
with a 10% next-order incentive for a review.

In Klaviyo: duplicate the welcome flow. Move the discount code from Email 1
to Email 2. Set Email 1 to send brand story + top 3 bestsellers.

Add Monster Cart Upsell app to Shopify (20 mins). Set free-shipping
progress bar threshold to $80. Test: does AOV move toward $2007?

Enable Apple Pay and Shop Pay in Shopify checkout settings (5 mins).

Brief the creative team on the first 3 TikTok videos. Shot list: (1) GRWM school
run in Maven Studio, (2) "Gym to coffee in Tuff leggings — am | getting stared
at?", (3) "l spent $75 on Tuff vs $150 on Lululemon — here is what | found."



Month 2-3: Build the Systems That Compound

Go live on TikTok. Post 3 videos in week one. Consistency matters more than
perfection

Build browse abandonment flow in Klaviyo. Set trigger: Viewed Product — no
Added to Cart within 4 hours. Email 1: product image + 1 review quote. Email 2
(24 hrs): "Others are looking at”

Add the "Complete the Set” module to leggings PDPs using Shopify's native
product recommendations or the Frequently Bought Together app.

Create the "From Costco to Capsule” SEO landing page. 400 words, internal
links to the top 3 bestselling leggings, a size guide, and a clear CTA.

Set up 5 Pinterest boards. Pin 3x per week using Canva templates. Track
monthly impressions in Pinterest Analytics.

Build the Maven Studio Spring Drop waitlist page. Start teasing on TikTok 4
weeks before launch.



Summary

Tuff Collection has all three things a DTC brand needs to win: a product that
outperforms its price point, a genuinely compelling origin story, and an engaged
audience that already shows up. The growth is not locked behind more budget - it is
locked behind better execution on channels and systems the brand already has
access to.

The order of operations matters more than any individual
tactic

e Add Okendo or Judge.me to Shopify (30 mins). Email 30 most recent buyers
with a 10% next-order incentive for a review.

e In Klaviyo: duplicate the welcome flow. Move the discount code from Email 1 to
Email 2. Set Email 1 to send brand story + top 3 bestsellers

e Add Monster Cart Upsell app to Shopify (20 mins). Set free-shipping progress
bar threshold to $80. Test: does AOV move toward $2007?

e Enable Apple Pay and Shop Pay in Shopify checkout settings (5 mins)

e Brief the creative team on the first 3 TikTok videos. Shot list: (1) GRWM school
run in Maven Studio, (2) "Gym to coffee in Tuff leggings — am | getting stared
at?", (3) "l spent $75 on Tuff vs $150 on Lululemon — here is what | found."

Key external sources: Fashion CVR benchmarks (Sobot 2025) - Abandoned cart benchmarks
(Klaviyo 2024) - Email RPR benchmarks (Klaviyo 2024) - Cart recovery statistics (Mailmend
2026) - Micro-influencer engagement (inBeat) - Pinterest audience data (Pinterest Business)
- thetuffcollection.com (live audit, March 2026)



https://www.sobot.io/article/average-conversion-rate-fashion-ecommerce-2025/
https://www.klaviyo.com/blog/abandoned-cart-benchmarks
https://www.klaviyo.com/blog/abandoned-cart-benchmarks
https://www.klaviyo.com/marketing-resources/email-benchmarks-by-industry-2024
https://mailmend.io/blogs/cart-abandonment-recovery-statistics
https://mailmend.io/blogs/cart-abandonment-recovery-statistics
https://inbeat.agency/blog/micro-influencer-marketing
https://business.pinterest.com/en-ca/audience
https://www.thetuffcollection.com/
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