
2 0 2 6  H O L I D AY  P L AY B O O K

Black Friday
Cyber
Monday
Playbook
Protect your margin, keep the store
steady under peak traffic, and turn
holiday buyers into customers who
come back.

BLA C K FRI D AY

Friday, Nov 27
C YBE R M O N D AY

Monday, Nov 30



S TA R T  H E R E

Busy isn't the same as profitable.
Every weak spot gets louder during BFCM. The stores that come out ahead make their
decisions in October, not on Black Friday morning.

Discounts that erase
margin
A record sales day can still lose
money once fees, shipping and
ad costs land.

A store that buckles at
peak
Checkout errors, wrong stock
counts and broken tracking
cost the most when traffic is
highest.

Buyers who never
return
Holiday customers are
expensive to win. Without a
follow-up plan, most are one-
and-done.

The four moves in this playbook
Wolfgang Mozart's Music Store, a hypothetical retailer, shows each move in practice.

01 Decide
Lock the goal, margin floor, hero offer and priority
customers.

MUS I C S T OR E EX AMP LE

$120 contribution floor, three "Music Maker"
bundles, parents of first-time players.

02 Build
Create one campaign story, then adapt it for site,
email, SMS, ads and staff.

MUS I C S T OR E EX AMP LE

"Give the Gift of Music" becomes one page with
Band, Orchestra and Guitar paths.

03 Verify
Test the store, checkout, stock, tracking and support
before traffic peaks.

MUS I C S T OR E EX AMP LE

Test sizes, rentals, financing, gift cards, pickup and
insured shipping.

04 Operate
Run launch week from a short scorecard with
named decision owners.

MUS I C S T OR E EX AMP LE

Four daily check-ins on margin, ad costs, stock,
pickup and checkout errors.

TH E  O N E  RU LE

If an idea has no owner, deadline, success metric and rollback
plan, it isn't ready for the calendar.
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T I M E L I N E

Work backward from Black Friday.
Most BFCM problems start as decisions made too late. Put these dates on the
calendar this week.

By Oct 9
D E C I D E

Set the economics. Revenue and contribution targets, margin floor, hero
offers, priority segments, staffing.

Oct 12 – 30
BU I LD

Build the campaign. Landing pages, offer logic, email and SMS flows, ad
creative, staff brief.

Nov 2 – 13
V E RI FY

Test under pressure. Load tests, payment and pickup paths, variants,
analytics reconciliation, rollback plan.

Nov 16
C O D E  FRE E ZE

Stop shipping features. Only content and offer changes from here. Fixes go
through one owner.

Nov 18 – 22
E A RLY A C C E SS

Learn from your best customers first. VIP and returning-customer access
shows which offer should lead.

Nov 23 – 30
LI V E  W I ND O W

Run the plan. Offers stay fixed; only honest stock, deadline and proof
messages change.

Dec 1 – 20
FO LLO W - THRO U G H

Earn the second order. Setup help, care, lessons and accessories. Holiday
pickup closes Dec 20.

Dec 21 – 24
LA ST- M I NU TE  G I FTS

Promote gift cards. Once shipping and pickup cutoffs pass, point late
shoppers to digital gift cards they can send instantly.
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S T R AT E G Y

Set the math before the discount.
Revenue only counts if contribution survives it. Decide three numbers before anyone
designs a banner.

Margin floor
What must be left after product
cost, discounts, fees, shipping,
setup and returns.

EX AMP LE

$120
per shipped bundle; $145 for
local pickup

AOV target
The basket size that covers
acquisition cost and fulfillment
work.

EX AMP LE

$475
blended across products and
service deposits

Payback limit
The most you'll pay to win a
new customer, and how fast it
must pay back.

EX AMP LE

$44
max new-customer cost,
recovered within 60 days

W O RKE D  BU N D LE  M ATH

Guitar + amp + accessory kit, bought
separately

$587

"First Gig" bundle price $529

Product cost – $300
Card fees – $16
Fulfillment – $24
Shipping subsidy – $25
Acquisition cost – $44

Contribution kept $120

Before it goes live

Model the downside. Returns at 3%, 6% and 10%;
rental cancellations and lesson no-shows
separately.

Split new from returning. A new family can justify
$44 to acquire. A remarketed recent buyer is
capped at $14.

Set scale-or-pause lines. Spend grows only while
contribution stays above 24%, stock covers 36+
hours and checkout errors stay under 1%.

Name who can pull the brake. Marketing pauses
media; the category lead changes stock
messages; only the campaign owner changes
price.
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S T R AT E G Y

Discount less. Offer more.
A deeper discount is the most expensive way to win a sale. Fit, setup, access and
service often sell better and protect margin.

Tell one story, in the same order, everywhere.
Site, email, SMS, ads and staff should all walk a skeptical buyer through the same five steps.

Curated bundle
Guitar, amp, cable, strap, picks
and setup as one $529 "First
Gig" package.

Limited release
40 numbered seasonal-finish
guitars at full price, with early
access for loyal customers.

Rental-first value
Clarinet, maintenance cover,
method book and fitting in
one monthly plan.

Lesson-linked
An instrument purchase
unlocks a four-lesson starter
block instead of a bigger
markdown.

Spend threshold
A free music stand on orders
over $175, set just above
typical accessory spend.

VIP access
Directors, renters and repeat
buyers get a 12-hour head
start on scarce sizes.

S T EP  1

Promise
The right
instrument,
professionally set
up, no guesswork.

S T EP  2

Proof
Setup checklist,
repair bench,
instructors, verified
reviews.

S T EP  3

Offer
Every item listed:
$587 value, $529
bundle, financing.

S T EP  4

Urgency
Real limits only:
live stock and the
Dec 20 pickup
cutoff.

S T EP  5

Action
One call to action:
"Choose your
music path."
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E X P E R I E N C E

Make yes easy. Make the store hard
to break.
Peak traffic doesn't create problems in your store. It finds the ones already there, at the
most expensive moment.

Where Mode Effect helps: load testing, checkout QA and analytics
reconciliation, done by the same team that knows your store.

modeeffect.com/contact

Shorten the path to yes

Organize by buying intent. Lead with Band,
Orchestra and Guitar, then Gifts, Rentals and
Lessons.

Show exactly what's included. Model, size,
accessories, setup and the bundle-versus-
separate price.

Put proof beside the button. Setup video,
technician checklist, a review and the
exchange policy.

Use one dominant call to action. "Build your
package." Everything else stays quieter.

State fulfillment up front. Show pickup
timing, shipping eligibility, and holiday cutoffs
on every product page.

Stress-test before traffic does

Load-test key paths at 4× normal traffic.
Category pages, search, cart, checkout,
rentals and pickup booking.

Test every variant. Violin sizes, left-handed
guitars, finishes and compatible accessories.

Run real payments. Card, wallet, gift card,
financing, rental deposit, tax and pickup.

Reconcile one test order everywhere.
Payment, analytics, CRM, inventory and staff
alerts should match.

Write the rollback. How to pause ads, restore
the theme, disable an offer and post a notice.

TRA C K W H AT PRE D I C TS  A  S A LE

Category selection, size-guide use, financing views, rental applications,
pickup choice, add-to-cart and purchase. Page views alone won't tell you
what to fix.
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PA R T  T W O

Bring the right buyers in.
Give them a reason to come
back.
Demand, retention and the people behind the store. This is the part of BFCM that decides
whether December is quiet or profitable.
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D E M A N D

Give every channel one job.
More sends and bigger budgets don't fix an unclear offer. Each channel should do the
one thing it's best at.

Segment only when it changes the message
Each of these gets a different offer, proof point or service path.

School band family: rentals and fitting Orchestra family: sizing and trade-ups

Guitar shopper: beginner to working player Educator: program support and POs

Renter or lesson family: history-based offers Gift shopper: age, exchanges and cutoffs

Email
Builds momentum and
answers intent

Warm up in October: gift finder, "choosing a first instrument" guide, setup demo.

Run the live window by category: launch, then Band, Orchestra and Guitar, then a
final-day reminder.

Tailor abandonment: a clarinet viewer gets rent-versus-buy help; a guitar viewer gets
bundle proof.

SMS
Only when it's worth the
interruption

Send: early access, real deadlines, alerts customers asked for, and service updates.

Skip: any message that only repeats the email. If Tuesday has no news, cancel
Tuesday's text.

Paid
Scales intent you've
already proven

Retarget by behavior: size-guide visitors see fitting help; cart abandoners see pickup
and service proof.

Exclude recent buyers from acquisition ads and move them into care and lesson
journeys.

Scale by rule: +15% budget only while margin, tracking, stock and pickup thresholds
hold. Refresh creative at frequency 3.5.

MODE EFFECT  |  2026 BFCM PLAYBOOK  |  Examples are hypothetical 08



R E T E N T I O N

The first order is the opening act.
You paid to win this customer. Plan the next four touches before the first box ships.

Confirm
Include the model,
size, setup,
accessories,
terms, and pickup
details in the order
confirmation
email.

Set up
Tuning, assembly
and first-practice
help matched to
the instrument.

Learn
A lesson
consultation for
beginners; method-
book help for
school families.

Care
Reeds for
clarinets, strings
for violins, stands
and cables for
guitars.

Progress
Rental milestones
and lesson
progress trigger
renewal or trade-
up talks.

Prepare the people behind the store.
The website, sales floor, support, repair bench and fulfillment team need one source of truth.

One offer sheet
Contents, dates, financing, exclusions, stacking
rules and who can approve an exception.

Low-stock rules
At 12 units, ads change. At 5, pickup only. At zero, a
waitlist or approved substitute.

Honest capacity
Never promise repair turnaround or lesson slots the
team can't deliver.

A named escalation path
School orders, POs and bulk rentals route to one
program specialist.

U S I N G  A I  TH I S  S E A S O N

Let AI draft copy variations and summarize customer questions from
approved facts. People own prices, promises and customer data.
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L A U N C H

The 48-hour launch check.
An item is only done when someone can show the evidence. Screenshots, test orders
and sign-offs count; "I think so" doesn't.

Offer rules signed off
Prices, dates, time zone, financing, exclusions and
non-stacking rules.

Every product path recorded
Band, Orchestra and Guitar journeys from ad click
to confirmation.

Variants and fit verified
Sizes, handedness, finishes, accessories and out-of-
stock behavior.

Payment paths passed
Card, wallet, gift card, financing, deposit, tax,
shipping and pickup.

Email and SMS links clicked
Audiences, consent, suppression lists and quiet
hours checked.

Analytics reconciled
One test order matches in payment, analytics, CRM
and inventory.

Staff briefed
Offer sheet, fit guide, pickup schedule and
escalation roster in hand.

Physical operations tested
A package is picked, checked, labeled, staged or
shipped, and traced.

Rollback rehearsed
Pause ads, restore the theme, disable an offer, post
a notice.

Go/no-go decision logged
Owner, time and any open risks written down.

Want a second set of eyes? We run this check with clients every
fall, from test orders to rollback drills.

modeeffect.com/contact
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O P E R AT E

Run launch week on four check-ins.
Meet only when the meeting changes a decision. Each check-in has one job and a rule
for what happens next.

Watch five views, not fifty metrics.

View What to track

Commercial Net revenue, contribution, AOV, category mix, returns

Acquisition Cost to acquire and contribution by segment

Experience Conversion, search exits, checkout completion, errors

Customer Support contacts tagged by fit, offer, delivery, pickup, financing

Operations Stock, pickup queue, repair backlog, staff response time

Launch week, covered. Our team can sit in your check-ins, watch
the store and fix what breaks while you run the campaign.

modeeffect.com/contact

08:00
RE C O N C I LE

Match payments,
analytics, stock,
pickup and
overnight incidents
before touching
spend.

11:00
A D J U S T

If margin is above
24%, tracking
matches and stock
covers 36 hours,
raise prospecting
15%.

15:00
PRO TE C T

Under 12 student
clarinets? Switch
ads to rentals or
substitutes and tell
the staff.

19:00
H A N D  O FF

Log decisions, open
risks, overnight
owners and the
exact trigger for
escalation.
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A F T E R C A R E

Keep what worked. Fix what didn't.
Don't ask only, "Did revenue go up?" Also ask what you should repeat, fix, or stop next
year, starting in January.

Run the review within two weeks

1 Validate the economics
Net of returns, cancellations, fulfillment, media
and service obligations.

2 Compare cohorts
Band, orchestra, guitar and gift buyers; pickup
versus shipped; new versus returning.

3 Read the questions
Count what customers and staff asked about
most: fit, terms, delivery, setup.

4 Archive the evidence
Creative, offer math, test orders, incidents,
owners and final lessons in one place.

Turn the review into a roadmap. We'll help you rank what to fix first
and keep improving it through the year.

modeeffect.com/contact

Repeat
Bundles that held margin,
category navigation, setup
content and lesson follow-ups
that converted.

Fix
Where shoppers dropped:
search exits, financing
abandonment, rental forms,
pickup waits, checkout errors.

Stop
Offers that sold volume but
lost contribution, and sends
that only repeated other
channels.

TH E  PAYO FF

The best BFCM outcome is a store that runs better in January:
faster pages, cleaner data, and a customer list worth emailing.
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W O R K S H E E T

Your BFCM scorecard.
Fill in your targets. The example column shows the level of detail that makes a
number useful on a busy morning.

M ET R IC Y O UR  TAR G ET M US IC S T O R E EX AM P L E

Net revenue $1.3M, Nov 23–30

Contribution $312k+ and 24% of net revenue

Average order value $475 blended

New-customer cost limit
$44; pause prospecting if new-customer
acquisition cost exceeds $48

Conversion floor 2.4% overall; check mobile below 1.9%

Inventory trigger
Change ads under 36 hours of stock; stop
under 12 units

Pickup and support
Pickup under 20 min; support reply under 45
min

Site incident trigger
Checkout errors over 1% or conversion down
20%

Decision owner
Marketing director, with category and ops
leads

Next review 11:00 a.m. PT, then 3:00 p.m. PT

Status Go    Hold    Pause Approved by ____________________   Time ________
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Build for the peak.
Keep the customer.
Mode Effect gives growing retailers one accountable team
for ecommerce development, customer experience,
measurement and growth. We find what's slowing you
down, build the right fix, and keep improving it with your
team.

BFCM Readiness Review

Share your store, your holiday goal, and the issue taking up
most of your attention. We'll look before we talk, then use the
call to name the likely constraint and the most useful next
step.

Book at modeeffect.com/contact

We reply within one business day.
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