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Predicting Product Performance
with PMax & Search
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The truthis

our jobs have changed



The Great Hanoi Rat
Massacre of 1902




The Goal:

Get rid of the rats



The System:

Pay a bounty for every tail



The Outcome:

People began farmincg



This 1s known as a
Perverse Incentive



MY EY @ GCEIRILGE:

leaky bucket
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PMax Structures
Workshop to assess the current testing and opportunities to improve

@ Ourgoal is to iterate our PMax campaigns to improve commission growth & ensure Google isn't lazy with the product mix it serves ads for

Where we
are today

What do we think
the issues are

What do we
think will
help get us
closer to our
goal

Ownership &
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What did
they
actually try?
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Segmented
by category
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Segmented by
price point
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Segmented
by ROAS
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ldentifying
seasonal
products
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Why didn’t
PMax work
for them?
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Impressions

Trapped by the Algorithm

The Scaling Challenge: Due to tight target
ROAS constraints, Google Ads focuses on
the top 1-10% of products with historical

«— Focusison <10%of volume and proven PPC performance
inventory

40000 -

30000 —
Recency Bias: Algorithms prioritise what
sold inthe last 30 days, ignoring potential,
new items lack the history needed for
Google to push in the auction

20000

90% of products not
receiving volume

10000

The Result: High-potential SKUs remain
dormant, starved of impressions

Products




What problem

are we =1\

trying to solve?
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Align on what
makes a best’
product
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Help Google
prioritise the

. co o a0
vEitods




..pbased on
actual

PR L




The Framework:

Reworking your portfolio
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Seasonal Stars

Key seasonal collections and

trending fashion items which
perform exceptionally well during
specific times of the year. Our
processes will ensure maximum
visibility & promotion when demand

peaks.

Champions

Consistently high-performing fashion
staples and wardrobe essentials that
drive sales year-round. We focus on

strong visibility and differentiation to

ensure they remain top choices for

customers.

Challengers

Emerging high-potential fashion
pieces showing moderate customer
interest. We'll be doing everything
we can to optimise our offering here

and drive substantial sales growth.

A&

Seeds

Lower-performing or new products
with sporadic sales. We aim to fulfil
growth opportunities by highlighting
USPs, testing creative strategies
and identifying customer interest

niches.

Dormants
This is the long tail of products that

rarely have engagement and see
very few sales. We'll likely look to
alternative strategies to boost

organic performance and improve

their chances.



Champions

Your superstars.
Your best-sellers all
year around.

The Goal: Defend and
dominate. Ensure

always visible.




Champions

when (
r.rating >= 4
and p.price between 5 and 80
and a.amount_of_atb > 100
and lead_time < 10

)

then 'Top'
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Challengers

High-potential
products showing
signs of becoming
champions

The Goal: Grow &
optimise to

push to next level




Challengers

when (
r.rating >= 4
and p.price between 5 and 80
-- Excludin ATB condition
-- and a.amount _of _atb > 100
and lead_time < 10

)
then 'Middle’
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Seeds

New or niche products
with sporadic sales but
potential

The Goal: Nurture
and test, finding the

right audience




Seeds

when (
page_views > 10
and purchases >= 1

)

then 'Seed’
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Seasonal U ARE Iy

Products that peak =
during specific S
times of the year

Goal: Anticipate and
capitalise for max

visibility

MY BEST A
‘ FRIEND :



Seasonal

when a.initial_category = 'Top' then 'Top'
when b.in_season_current_week = True then 'Seasonal - In season'’
when b.product_code is not null then 'Seasonal - Out of season’
else initial_category

end as category
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Accelerating Time-to-Profit: Anticipating The Peak

Identifying ‘Seasonal Stars’ weeks in advance to capture demand before the auction heats up.

rel_year

VALIDATION
800 ! ~ Last year
~= Previous to last year select
a.product_code
, a.product_name
g 600 , array_agg(c.event_name) as events
g , array_agg((c.next_peak_date::date)::string) as next_peak_dates
o , a.week_start
] , date_part('week', a.week_start) as week_num
ﬁl ’ ﬂ.pl‘DduC[_pagE_ViewS
5 400 . ; i
g , normalised page_views (if necessary)
8 , if(b.is_peak, 1, 0) as is_peak
g , if(a.week_start > current_date - 365, 'Last year', 'Previous to last year') as rel_year
FROM PRODUCT_PAGE_VIEWS_2 a
200 LEFT JOIN PRODUCT_PEAKS_AND_EVENTS AS b
ON a.product_code = b.product_code
and a.week_start = b.peak_date
LEFT JOIN PREDICTED_SEASONS AS ¢
Jul 2022 Jan 2023 Jul 2023 Jan 2024 Jul 2024 ONia.product_codeixic product code
WEEK_START VHERE 121
= and a.product_code = 1170523
group by all
rel_year order by 4
— Last year
R PRODUCT....  PRODUCT_NAME events next_peak_dates WEEK_STAR
1170523 Personalised Prescription Design Ginger Whisky ~ [black_friday]  [2024-11-19] 2024-08-2
1170523 Personalised Prescription Design Ginger Whisky ~ [black_friday] ~ [2024-11-19] 2024-05-1¢
g 1170523 Personalised Prescription Design Ginger Whisky [black_friday] [2024-11-19] 2024-04-2:
@
>‘ 1170523 Personalised Prescription Design Ginger Whisky [black_friday] [2024-11-19] 2024-02-0!
ul
2 1170523 Personalised Prescription Design Ginger Whisky [black_friday] [2024-11-19] 2023-08-2¢
g
;6' 1170523 Personalised Prescription Design Ginger Whisky [black_friday] [2024-11-19] 2023-08-2:
a 1170523 Personalised Prescription Design Ginger Whisky [black_friday] [2024-11-19] 2023-05-2!
o
3 1170523 Personalised Prescription Design Ginger Whisky ~ [black_friday]  [2024-11-19] 2023-03-2(
1170523 Personalised Prescription Design Ginger Whisky ~ [black_friday]  [2024-11-19] 2022-11-0;
1170523 Personalised Prescription Design Ginger Whisky [black_friday] [2024-11-19] 2024-05-2;
1170523 Personalised Prescription Design Ginger Whisky [black_friday] [2024-11-19] 2024-01-1!
1170523 Personalised Prescription Design Ginger Whisky [black_friday] [2024-11-19] 2023-09-2!

1ckDB 367 ms (Justnow) § 9 columns ws

week_num
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Dormants

Products with declining
or no sales that may
need to be retired

The Goal: Evaluate
and decide to retire

or optimise




Commercial Attributes
* Conversion Rates
* Purchases
e Add-to-baskets
* Rating
* Price Point
e Stock depth

\/

Commercial
Attractiveness
Algorithm

Commercial

Attractiveness
—e
=
<]
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In-Season

Out of Season

Peak Expected

 §
g

Statistical &
Regression Modelling

Popularity Indicators

Product Page Views
Add-to-baskets
Purchases
Recently Added
Business Context

Fashion Trends

:
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Seasonal Stars

Key seasonal collections and
trending fashion items which
perform exceptionally well during
specific times of the year. Our
processes will ensure maximum
visibility & promotion when demand

peaks.

Champions

Consistently high-performing fashion
staples and wardrobe essentials that
drive sales year-round. We focus on

strong visibility and differentiation to

ensure they remain top choices for

customers.

Challengers

Emerging high-potential fashion

pieces showing moderate customer
interest. We'll be doing everything
we can to optimise our offering here

and drive substantial sales growth.

.

™2

Seeds

Lower-performing or new products
with sporadic sales. We aim to fulfil
growth opportunities by highlighting
USPs, testing creative strategies
and identifying customer interest

niches.

Dormants
This is the long tail of products that

rarely have engagement and see
very few sales. We'll likely look to
alternative strategies to boost

organic performance and improve

their chances.



Uncover hidden
opportunities ..
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® boo box + Compare

Search term

United Kingdom + Past 5 years v All categories ¥ Web Search v

[«

Interest over time @

Note

8 Mar 2020 5 Sept 2021 5 Mar 2023 1 Sept 2024
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UK_Search_B-Baby-Child
UK_Search_B-Home
UK_Search_B-J <
UK_Search_BR_Weddings
UK_Search_B_Departments
UK_Search_B_Departments-Gifts
UK_Search_Crafts/Hobbies_ MM
UK_Search_EX_Weddings
UK_Search_Google_Accessories-Clothing_MM
UK_Search_Google_Baby-Care_ MM
UK_Search_Google_Christmas_MM
UK_Search_Google_Experiences_MM
UK_Search_Google_Garden-Outdoors_MM
UK_Search_Google_Gifts_MM
UK_Search_Google_Haberdashery_MM
UK_Search_Google_Health&Beauty_ MM
UK_Search_Google_Home_MM
UK_Search_Google_Jewellery_MM
UK_Search_Google_Pet-Accessories_ MM
UK_Search_Google_Prints-Pictures-Art_MM
UK_Search_Google_Stationery&Parties_ MM
UK_Search_Google_Wedding_MM
UK_Search_MM_Brand Pure
UK_Search_MM_Personalised
UK_Search_Misc_MM
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Keywords

Category
Halloween

Halloween
Halloween
Halloween
Halloween
Halloween
Halloween
Halloween
Halloween
Halloween
Halloween
Halloween
Halloween
Halloween
Halloween
Halloween
Halloween
Halloween
Halloween
Halloween
Halloween
Halloween
Halloween
Halloween
Halloween
Halloween
Halloween
Halloween

Keyword

boo basket

boo box

boo basket ideas

boo basket for girlfriend
boo basket for her

buy boo basket

boo baskets

boo box ideas

boo box for girlfriend

boo basket already made
halloween boo box

boo basket maker

things to go in a boo basket
halloween boo basket

boo basket ideas for wife
stuff for boo basket
autumn boo basket

buy a boo basket

boo basket for girlfriend halloween
halloween boo basket ideas
pre made boo basket

boo basket items

boo baskets for women
boo basket delivery

boo basket for girl

boo basket uk

boo box halloween

boo baskets for her




when (
r.rating >= 4
and p.price between 5 and 80
and a.amount_of_atb > 100
and lead_time < 10
)
then 'Top'
when (
r.rating >= 4
and p.price between 5 and 80
-- Excludin ATB condition
-- and a.amount_of_atbh > 100
and lead_time < 10
)
then 'Middle’
when (
page_views > 10
and purchases >= 1

)
then 'Seed’
else 'Low'

end as category

when a.initial_category = 'Top' then 'Top'
when b.in_season_current_week = True then 'Seasonal - In season'

when b.product_code is not null then 'Seasonal - Out of season'

else initial_category

end as category

#FOS2026

category
Low
Middle
Seed

Top

cnt
259057
55042
15982
D272

Seasonal - Qut of season

Seasonal - In season

in @inderpaul-rai
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Onboarding Dynamic Shopping THE HIGH STI

Shopping Rebuild Structure Launched

The results speak for
themselves

+65%

ROI

(at comparable spend)

+5%

Seasonal Volume

(at comparable spend)

nROI . Commission

1. Initial rebuild of shopping campaigns
— 272% commission increase and 100% nROl increase in 16 weeks
— |dentified potential for further improvement due to inventory scale °
+62%
2. Dynamic scoring model for inventory management Product

— Existing custom labels only benefitted long-lifecycle products Discoverab"ity

— New model: commercial + behavioural data to segment products (products with >1impression)
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Your winning hand
Isn’t in the Gooqle Ads Ul
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L iUlyour own

Internal data
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