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TITLE OF CASE STUDY:  Using Gravity Slingshot to Break Sales Records at Rockwell Tools 

 

Campaign Summary: 

We describe the successful application of cross-channel TV advertising for Rockwell, a 

maker of quality hand tools. Rockwell had a 2010 holiday forecast of 32,000 units to be sold 

in retail stores, although the client believed that sales could be significantly less. As a result 

of the use of rigorous techniques to measure cross-channel elasticities and then maximize 

their impact during rollout, 42,500 units were sold, breaking sales records. Since this work 

Rockwell has expanded its television presence across many more tool categories and has 

used strong experimental methods to produce more startling results (we describe some of 

these as an endnote). 2011 was Rockwell's most successful year so far. 

 

Research used:  

Advertising tracking (includes brand performance, preference, product usage, etc.) 

Experimental (test-marketing, etc.), Quantitative, Segmentation 

Campaign Description:   

We describe the successful application of cross-channel TV advertising for Rockwell, a 

maker of quality hand tools. Rockwell had a 2010 holiday forecast of 32,000 units to be sold 

in retail stores, although the client believed that sales could be significantly less. As a result 

of the use of rigorous techniques to measure cross-channel elasticities and then maximize 

their impact during rollout, 42,500 units were sold, breaking sales records. Since this work 

Rockwell has expanded its television presence across many more tool categories and has 

used strong experimental methods to produce more startling results (we describe some of 

these as an endnote). 2011 was Rockwell's most successful year so far. 

 

Business Objective:  

Rockwell is the manufacturer of quality hand-tools ranging from angle grinders to power 

equipment. In early 2010 Rockwell were looking for a solution for TV advertising for one of 

their premier craftsman tools, the Rockwell Jawhorse. The Rockwell Jawhorse is an 

innovative portable clamping device, similar to a portable bench vise. The clamping motion 

is activated with a foot pedal, leaving the craftsman’s hands free to accomplish their work 

often without the need for a partner. Figure 1 shows some common Jawhorse accessories 

and uses.  

The Rockwell Jawhorse has a recommended retail price of $200 and is a superior product to 

others in its category – it features all-steel construction, easy transportability, and a wide 

range of accessories and attachments. The product has been offered for sale direct from the 

manufacturer since September 2008, and since October 2009 in retail stores including 

Lowes, ACE Hardware, Sears, and others. 

Rockwell had used Direct Response Television Advertising to advertise the product since 

2008 including TV infomercials and 30-120 second TV advertisements. Now 18 months after 
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its entry to the market, in April 2010 sales were declining, a lower quality competitor had 

entered the market, and Rockwell were becoming concerned that the product sales might 

not recover.  

Retail store sales were now the majority of sales, but it was unclear how to run television 

advertisements to maximize retail impact. It was not even clear what television budget 

would be appropriate. Worse, with the downturn in sales, there was now a huge stockpile of 

excess inventory which seemed impervious to efforts to move. 

The objective would be to design a TV advertising campaign (a) targeting viewers who 

would want to buy the product, (b) using the best creative, (c) and measuring the cross-

channel effects, in order to (d) achieve optimal profit. 

 

Marketing Strategy:  

1. Dynamic Elasticity forecast: Based on the Father’s Day model, we expected that 

elasticity would change as a function of previous year’s sales volume. 

2. Dynamic Profit landscape: The advertising profit landscape was re-calculated based 

on forecast elasticity changes, so that it varied over the holiday period. 

3. Optimal Budget for Margin target calculated for each date. This meant that budget 

increased with the elasticity change, so that during peak converting periods, 

advertising was also at peak. 

4. Lead times: We adjusted the plan so that advertising reached the airwaves 1 week 

ahead of the anticipated elasticity change. We based this decision on the practical 

knowledge that customers normally bought the product on Saturdays, and so 

advertising that peaked on Saturday may not provide enough lead time for the 

customers to see the messaging and be affected when they came across the Jawhorse 

at the retail store.  

 

Research Contribution to Campaign’s Success: 

In order to improve sales for Rockwell, four research problems needed to be solved. Each 

required a variety of analyses ranging from customer profiling to field market experiments.  

1. Targeting  

2. Creative testing 

3. Cross-channel measurement 

4. Profit optimization 

 

 

1. Targeting 

Targeting is difficult on TV. There are thousands of stations, hundreds of markets, and 

millions of programs. In addition there is no currently available technology to allow for 

individualized tracking, as occurs on the web with cookies. In order to target effectively, we 

needed to identify TV programming which would attract Jawhorse customers. This was done 

using the following steps:   

1. Append Demographics to TV Media: Lucid maintains a TV buyer database consisting 

of households who have purchased in response to watching a television ad. These 

customers were known to be TV buyers because they used either a phone number, 

URL or coupon code that was especially embedded in the TV ad.  Lucid used Acxiom 

to enrich these media buyers with 400 demographic elements. The TV media could 
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then be represented as a 400 element vector of demographics summarizing people 

who bought from those programs. 

2. Append Demographics to Product Buyers: Acxiom next enriched Rockwell Jawhorse 

buyers – customers who had bought from Rockwell through the website - with the 

same set of demographic elements. A demographic vector representing the mean of 

these buyers was then created as the target profile.  

3. Match Product Buyers to TV Media Demographics: The Rockwell Jawhorse Buyer 

vector was then matched against TV media using Euclidean vector distance.  

4. Target Top Matching TV Media: Based on the match scores, the top TV media to be 

ranked in order of vector match.  

For the Rockwell Jawhorse, the profile indicated older customers, higher educated, 

craftsmen and male with interests in the outdoors, fishing, trucks, and sports (Figure 1a and 

1b). Based on Euclidean distance between the customer and TV media vectors, some of the 

highest ranking stations included FOX, The Outdoor Channel, DIY and unexpected ones 

such as Hallmark (Figure 1c).  

We began buying media in April 2010 and published the results in Kitts et. al. (2010a). 

Although we were unable to measure the lift compared to human buyers due to test 

constraints, we were able to analyze the relationship between similarity scores sales and 

show that higher scores could produce as much as 7x the sales as average scores, providing 

some experimental quantification of the lift from the technique. 

2. Creative Testing 

An infomercial as well as 30, 60 and 120 second short-form TV advertisements had been 

developed and used for direct response TV advertising throughout 2008. However, it was 

unclear how to use these advertisements to drive sales to retail. Lucid Commerce used 10 

treatment markets as well as multiple paired controls to test frequency of advertising, 

short/long format in addition to call to actions. Lucid found that a mix of long and short-form 

advertising out-performed either long or short-form alone, and staggered advertising was 

more efficient than running continuously, and then used these insights in a major initiative in 

Q4 as described below. 

3. Cross-Channel Measurement 

One of the biggest challenges for TV advertising is measurement. Panels such as Nielsen are 

valuable, however, usually can’t provide information on whether customers are buying the 

product due to advertising. In order to de-cloak the impact of TV and measure effectiveness 

across all channels, Lucid Commerce deployed an experimental design where in certain 

cells TV advertising was applied, and in controls it was not applied, also documented in Kitts 

et. al. (2010b). 10 treatment markets were exposed to a variety of concentrations of media, 

paired with many more controls.  

This revealed massive, previously unrecorded, cross-channel effects from the TV 

advertising that was underway (Figure 2). Given an average applied media concentration of 

200 impressions per thousand households, we observed the following cross-channel effects:   

 Retail sales in targeted areas quadrupled (4x).  

 Web sales increased 16 times (16x). 

As a result of this work, Rockwell were able to select a cross-channel advertising posture 

that took into account these effects as discussed below. 

4. Profit optimization 

The final deliverable was to use the above results to execute a profitable advertising 

campaign. In order to do this Lucid calculated the point at which the retailer’s targeted 

margin goal was attained given cross-channel effects, at different levels of media 
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concentration. Lucid implemented this solution and managed advertising according to this 

plan from July to October 2010. 

It was during our experimental tests that we came across a significant finding. Father’s Day 

was right in the middle of the experiment. Since the product appealed to males, one would 

have expected sales to go up. However sales didn’t just increase. Instead, the test cells that 

were receiving TV ads lifted higher as the date approached compared to controls (Figure 

3). This meant that advertising elasticity itself was changing, and so advertising became 

more and more lucrative as this special event approached. This unexpected insight relating 

to a “change in gravity” would form the basis for a major initiative during Q4.  

The Gravity Slingshot 

The Q4 Holiday period was the most critical time of year for the retailer. Nearly 70% of sales 

were expected to occur in this period. Q4 also seemed to show the same properties as 

Father’s Day.  

Lucid planned to exploit the expected “change in gravity” during the Holiday period to 

engineer a “slingshot” in sales. 

At the time the client was expecting around 32,000 unit sales for 2010 – similar volume to the 

previous year. However the client was concerned that sales could go much lower. This was 

the second year in market, and in the middle of a recession; direct sales had declined 

significantly. The client had intimated that sales volume could be as low as 22,000 - 26,000 

units. By engineering the media plan to maximize the gravity assist, Lucid was estimating 

that it would sell 42,500 units. While this seemed unrealistically high, Lucid moved forward 

with buying the media for the national holiday period campaign. 

Research Link to Campaign Development: 

As the holiday period began and advertising increased, sales began to accelerate as 

predicted by the model. In turn, Rockwell and the retail stores carrying their product, were 

besieged by orders (Figures 4-7). Major retail stores had been warned of the coming sales 

in October. In general the retailers tended not to believe the projections, relying on their 

own inventory forecasting systems which suggested similar sales to last year. Due to the 

unprecedented drain, out of stocks stores grew to 40% US-wide by December 17th, despite 

attempts from the retailer to remain resupplied and selling. 

At the end of the day, Lucid Commerce was able to sell through 42,500 units. This was 25% 

more units than the previous year, with virtually the same budget due to the Gravity 

Slingshot.  

The sales during the 2010 holiday season shattered Rockwell sales records for the product, 

eclipsing even the product introduction. Millions of dollars in additional profit were created 

with minimal change in budget.  

In late December Rockwell had to take down its jawhorse.com website and redirect all 

enquiries to Rockwell Tools. The manufacturer had never before been of stock and the 

website wasn’t handling backorders properly.  

Rockwell described the success as follows:  

 “We gave Lucid Commerce an impossible task and [they] exceeded our expectations!” –

Rhonda Tate, Director of Operations, Positec USA 

 “Lucid Commerce has solved the problem of transitioning direct response success to retail” – 

Tom Duncan, CEO Positec USA 

The field experiments with TV were expensive. However in just 6 months these costs were 

paid off many times over by the increase in sales generated during the Q4 period – an 

increase in sales that reversed a downward trend in the product line, eliminated an 

inventory over-stock problem, and created a highly profitable success.  
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As a result of success of this project, Rockwell has moved additional products to Lucid 

Commerce to manage cross-channel advertising, and is now committed to the practices of 

cross-channel management, measurement and testing. 

 

Did Campaign Run Internationally? 

No. 

 


