!TACET THE 2026 DTC FIELD GUIDE - FIVE CHALLENGES

FIELD GUIDE - 2026

Five challenges every DTC brand
will face in 20226.
They are all the same number.

Every operator problem worth solving this year traces back to one blind spot: you cannot see what a customer will be worth
before you spend to acquire, keep, or win them back. This guide is five challenges, in the order they compound. Each oneis
aworksheet you run on your own numbers in a few minutes. Work them in sequence and a single idea assembles itself,
because each challenge is the same forward-value number, read one level deeper.

THE FIVE, AND HOW THEY STACK

# THE CHALLENGE THEMOVE

01 Acquisitionyou can’tjudge until the moneyis gone Predictit. Know a customer’s 12-month value on day one.
02  Yourbestcustomers by revenue are your most expensive Adjustit. Net returns and discounts into the number.

03  Retentionspendlanding onthe wrong people Rank by it. Find the thin tier that carries the book.

04  The paid-social treadmill that never compounds Actonit. Send the value signal back to the platform.

05  Growththatdoesn’t survive the P&L Runonit. Key every dollar to forward contribution.

HOW TO USE THIS

You need nothing but your Shopify numbers and a few minutes per challenge. Fill the blanks. Each worksheet ends with what the
model does that a spreadsheet cannot. Teach yourself the diagnosis here; the treatment runs on your whole book.
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CHALLENGE 01 - PREDICT IT
Acquisition you can’t judge until the money is gone.

You decide today how much to pay for a customer. You find out whether it was worth it a year from now. So the decision runs
onaguess about forward value, and the guess is usually invisible, unstated, and low confidence. The gap betweenwhat a
customer has spent so farand what they will be worth over the next twelve months is the single most expensive blind spotin
the business.

WORKSHEET - WHAT IS A NEW CUSTOMER ACTUALLY WORTH?

Pick your most recent fullmonth of new customers. Fill the middle column for the average one.

EXAMPLE YOURNUMBER

1 Costto acquire one customer $45

Blended CAC, last month
2 Revenue booked so far $70

First-orderaverage
3 Your estimate of 12-month forward value $110

What you would defend in a budget meeting

Your confidenceinline 3 low / med /
4 : Low high

Circle one, honestly 19
THE TELL

Almost everyone circles low, and that low-confidence guess is directing every acquisition dollar you spend. Line 3is not a nice-
to-have. Itis the number the whole budget already depends on, made explicit.

WHAT THE MODEL DOES

Forward CLV replaces line 3 with a probabilistic 12-month value for every customer, and proves its own accuracy on a held-out
slice of your history before it directs a dollar. The guess becomes a scored number you can stand behind, on day one instead of
month twelve.
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CHALLENGE 02 - ADJUST IT

Your best customers by revenue are your most expensive.

Revenue is booked at checkout. Returns land weeks later, after you have paid to acquire, pick, pack, ship, process, and
oftenrestock. Discounts came off the top. So the customer at the head of your revenue leaderboard can be underwater
once the dust settles, while the number keeps calling them a VIP.

WORKSHEET - NET YOUR TOP 5 BY REVENUE

Pullyour five highest-revenue customers. Work each down to net contribution. Thenre-rank.

CUSTOMER GROSS REV - RETURNS - DISCOUNTS - C06S = NET
Example $600 $180 $90 $210 $120
1 $ $ $ $ $
2 $ $ $ $ $
3 $ $ $ $ $
4 $ $ $ $ $
5 $ $ $ $ $

Now re-rank by the last column. Did the order change? The customer who fell is the one yourrevenue reports have been telling you to
protectandreward.

WHAT THE MODEL DOES

The score netsreturns and discounts into every customer’s forward value, continuously, so the leaderboard is already ranked by
what customers actually contribute, not what they gross. You never do this by hand again, and you never mistake a loud buyer for
a profitable one.
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CHALLENGE 083 - RANK BY IT

Retention spend landing on the wrong people.

Forward value is not spread evenly across your book. It concentrates in a thin top tier. Yet win-back campaigns, loyalty
perks, and retention budget usually fall equally across the base. Spread evenly over an uneven distribution, you overspend
on customers who will never repay it and underspend on the few who would.

WORKSHEET - WHERE DOES YOUR VALUE CONCENTRATE?

TYPICAL YOURESTIMATE
1 Share of profit fromyour top 10% of customers ~70%
2 Share of profit fromyourbottom 50% <10%
Does yourretention budget split matchline 1? - yes / no

Is most of it aimed at the top tier?

THE GAP

Ifline Tishighandline 3is “no,” you have found budget. The same retention dollars, aimed at the tier that actually carries the
book, do more than any increase in spend. But it only works if you can name who is in the top tier before the campaign goes out.

WHAT THE MODEL DOES

The scoreranks every customer by forward value and surfaces the concentration explicitly, so the top tieris anamed, exportable
segmentin your Klaviyo account, not a guess you make after the send.
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CHALLENGE 04 - ACT ON IT

The paid-social treadmill that never compounds.

Meta optimizes for whateveryou feed it. Feed it “purchase” as the conversion event, the default, and every buyer counts the
same. The discount-dependent one-and-done and the full-price loyalist send anidentical signal back. So the machine
finds you more of whoever converts cheapest, which is usually the worst customer. You are training your most expensive
channel to hunt for the customers who will not pay you back.

WORKSHEET - WHAT ARE YOU TELLING THE PLATFORM TO FIND?

[] Conversion event you optimize fortoday: purchase / add-to-cart / value-based

TYPICAL YOURNUMBER

1 Share of new customers who buy exactly once ~65%

If you could send one signal, what defines a “good” customer?
Write the one trait you would optimize toward

THE TRAP

Aslong as the signalis “a purchase happened,” the algorithm cannot tell your answer to line 2 fromits opposite. It optimizes
toward cheap conversions, and cheap usually means low value. Same budget, wrong target, no compounding.

WHAT THE MODEL DOES

The score becomes the signal. Predicted customer value is passed back to the platformin place of raw purchases, so the
algorithm builds lookalikes of your best customers instead of your cheapest ones. Same spend, and it starts to compound.
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CHALLENGE 065 - RUN ON IT

Growth that doesn’t survive the P&L.

Revenue is the score of the game, not whether you are winning. Arecord month built on a deep sitewide sale, withareturn
wave still off the books and a base of discount-acquired one-and-dones, can make less actual contribution than a quiet
full-price month that looked sleepy on the dashboard. If your targets and your dopamine are keyed to the top line, you will
keep engineering toward the wrong month.

WORKSHEET - WAS YOUR BEST MONTH YOUR BEST MONTH?

Pick your highest-revenue recent month and a lower-revenue one. Compare the quality underneath.

HIGH-REV MONTH LOWER-REV MONTH
Revenue $ $
Average discount depth % %
Returnrate % %
New vs. repeat mix / /
Your read on contribution high / low high / low

THE QUESTION

On a contribution basis, after the returns land, which month actually won? If it was not the one with the bigger revenue number,
your reporting has been steering you by the wrong star.

WHAT THE MODEL DOES

The score keys every decision, acquisition, retention, discount, to forward contribution per customer rather than top-line
revenue, so “agood month”is measured by what compounds, not by what happened to land in the window.
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THE THROUGH-LINE

These are not five problems.
They are one number, five ways.

Read your five worksheets back in order. Every one turned on the same quantity: what a customer will be worth over the next
twelve months, net of what it costs to serve them. Predictit, and acquisition gets a verdict on day one. Adjust it, and the
leaderboard stopslying. Rank by it, and retention finds the tier that matters. Act onit, and the ad platform hunts for your
bestinstead of your cheapest. Runonit,and agood monthis a profitable one. That numberis Forward CLV.

WHAT YOU JUST DID, AND WHAT IT CAN’'T SCALE TO

Youran this by hand, on a sample, once. Thatis the right way to see the shape. Itis the wrong way to run a business, because the
customer who matters changes every day, and a spreadsheet cannot re-rank a hundred thousand customers every morning, net
of returns that have not postedyet.

THE NEXT STEP
The free diagnostic runs all five of these on your entire customer base, on aread-only Shopify connection. Every customer scored by

forward value, a writtenreport, and a walkthrough of where your value concentrates and where it leaks. You keep the report either way.

Start the free diagnostic

tacet.ai/request
Oneread-only connection. Your customers, scored. / d
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