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Hello 

We’ve pulled together some of the most interesting and inspiring 2023 cases to bring to life what an Effie award-winning 

entry looks like. We hope that they provide some helpful pointers for those of you tasked with writing submissions for 

this year’s awards. 

With a masterclass in taking home a trophy with work that isn’t comms-based, here’s one of last year’s winners: 

Transforming H&M’s business by placing search at the heart of the customer experience - H&M by Digitas (entered in 

the Sustained Success – Products category); an inspired approach to revolutionising H&M’s online business.  Bear in 

mind that only the Sustained Success categories require 3 years of data, so please don’t be put off by the scale and 

range of this case! 

For more information and advice to help you write your best entry and maximise your chances of winning visit our 

Awards website.  

If you have any questions at any stage of the entry process, please ask and we'll be happy to help. Just email 

effieuk@effie.org  

We wish you all the best in this year’s Effie Awards UK!  

Effie UK 

 

  

https://marketing.effie.org/effie-awards-united-kingdom-2024-1
https://marketing.effie.org/effie-awards-united-kingdom-2024-1
mailto:effieuk@effie.org
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Executive Summary 

 

 
 
 
The Challenge 
H&M was not set up to win in a rapidly growing ecommerce market, putting its market share at risk. 
 

 
The Insight 
Search was a key digital battleground that H&M needed to win to survive the shift to ecommerce. 
 

 
The Strategic Idea/build 
Create a customer-centric digital shopfront putting customer search behaviour at the heart of the experience. 

 
 
Bringing the Strategy to Life 
We transformed H&M’s online business by putting data at the heart of all decisions, powering a modern commerce 
engine.  
 

 
The Results 
H&M’s new customer-centric online presence delivered £62M incremental organic revenue, with an ROI over 30:1 four 
years running. 
 
 
Why is this entry an outstanding example of effective marketing in this Effie entry category? WARNING: This isn’t your 
usual creative award submission. It isn’t a story of a single big creative idea and execution. There’s no memorable tagline 
here. No catchy jingle. 
 
Instead, this is a story about transformation - about change from the inside. About the power of data and consumer 
analytics, and how they were harnessed to completely transform a business: its culture, processes, operations, and 
approach to a channel. About putting quantifiable insight at the centre of everything to deliver huge revenue and 
unimaginable ROI, securing H&M’s place in digital commerce. 
 
This is a story of Effectiveness in the digital age. 

 
 
 
 
 
 
   

Section 1:  
Challenge,  
Context &  
Objectives 
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1A. Before your effort began, what state of the brand’s business and the overall category in which it 
competes? What was the strategic challenge for your business? Provide context on the degree of 
difficulty of this challenge. How did it change over the course of your effort? 

 
 
H&M is a global giant, the second largest in worldwide high street fashion retail in 2018, with a 70-year history. But in a 
world where more and more clothes shopping was being done online, it was a brand in danger of being left behind by 
‘digital natives’ like ASOS and Boohoo. 
 
When we engaged with H&M in 2018, they’d only just started their digital transformation. As with many mature global 
retailers, high-street stores were still prioritised, and at the time digital represented a minority of H&M’s revenue. But 
online retail was growing exponentially. 
 
This made H&M vulnerable. The fashion industry graveyard is littered with companies which failed to make the digital 
shift: Arcadia, Debenhams, Laura Ashley, Victoria's Secret - the list goes on. 
 
 
The challenge for H&M 
 
To secure their future, fashion retailers like H&M need to succeed in digital. 
 
A key part of succeeding in digital is winning at Search. In a huge proportion of cases, Search is how the sales journey 
starts. 
 
When you search for something online, you get two kinds of results. There are Paid Search listings that an advertiser 
paid to have put there. And there are Organic Search listings that are supplied, for free, by the algorithm. 
 
H&M were spending heavily on Paid Search. It was often bringing them one-off fast-fashion customers who didn’t 
always return. It meant they had to keep on spending more to bring in the next batch. It was enormously expensive and 
not cost effective. 
 
H&M’s digital-only rivals, meanwhile, unencumbered by legacy systems and physical stores, were focusing single-
mindedly on digital success, had achieved organic visibility in ways that built their brands, cost them a fraction of what 
H&M were spending, and created a long-term snowball effect that didn’t dry up the moment investment was reduced. 
 
H&M urgently needed to get better at SEO. 
 
 
 
 
 
 
The degree of difficulty 
 
Rival brands had been built from the ground up on SEO. H&M historically hadn’t invested in it and had only recently 
hired their first Head of SEO, who became the only internal SEO team member. 
 
To win at SEO you need to factor in thousands of considerations, which must all come together in three core pieces: 
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• A digital platform technically optimised for search engines  
• Content which helps search engines match customers’ queries  
• Be cited by other credible and relevant online sources 

 
SEO is unique amongst media channels in that you can’t deliver results in isolation. Although H&M’s Head of SEO was 
onboard, we needed to: 
 

• Completely overhaul site content, requiring many different stakeholders and multiple, data-driven approaches 

• Convince existing PR and campaign teams to work in new ways to secure the right types of citations 

• Persuade H&M’s already stretched development team to provide substantial resources and prioritise our needs 
 

These would be challenges for any business. But for a multinational retailer with 120,000 employees (2) and legacy 
systems and processes, it would be harder still because: 
 

• Their digital shopfront mirrored the physical stores, missing digital search behaviours. 

• Their PR and Campaign teams had never even met the SEO team 

• All changes required business cases to secure development resource. H&M had struggled to illustrate the 
opportunity to secure the resource required 

• Teams within H&M were siloed. There was no strategic view of how to collaborate to drive synergies for the 
digital age. 
 

Each of these areas individually presented critical challenges. But we needed to make change happen, everywhere, all at 
once, if we were to deliver the step change that H&M needed to win in the rapidly growing online market. 
 
It was clear that a drastic change was urgently needed. Cultures needed to be transformed. Processes needed to be up-
ended. Silos needed to be broken down. 
 
Today, we’re going to show you how we transformed H&M in a world increasingly driven by online search… just in time 
for COVID to come along and upend ecommerce forever. 
 
And we’ll show you how we’re continuing to scale today, tapping into the power of automation and neural networks. 
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1B. What were the Business, Marketing and Campaign/Activity objectives that you set to address 
your challenge? What were the Key Performance Indicators (KPIs) set against each objective? How 
did they change overtime? Provide specific numbers/percentages for each and benchmarks 
wherever possible. 
 
 
Business Objective  
Drive £39.6M incremental revenue from organic search over 4 years. 

 
Rationale 
We mapped out a plan of specific, realistic but ambitious actions that H&M would need to take each year to increase 
organic visibility and revenue. 
We combined this with our opportunity analysis, and the agency worked with H&M to build a forecasting model to set 
revenue targets for annual growth between 2019 to 2022. 

Taken together, the target was set at a combined figure of £39.6M UK incremental organic revenue across these four 
years. 

These ambitious targets then became our business case for transformation - any let up in pace would mean missing both 
parties forecasts. 

 

Measurement 

Google Analytics 360 - organic sales performance. 
Our forecasts consider wider factors outside of our control such as brand demand, to give a representative view of 
incremental SEO revenue. 

 

 
Marketing Objective 

• Increase non-brand Share of Search (i.e. Share of Voice in search). 

• KPI: Number of target non-brand keywords ranking on page 1 of Google UK. 

 
Rationale 
Most consumers are not searching for your brands, they’re searching for a specific item like a tennis bracelet or green 
slip dress. 
They’re also notoriously impatient, so if your brand doesn’t appear on the first page of Google, you’ve lost them to your 
competitors. 
We know that over 90% of consumers don’t go past the first page of search results (6) - if you don’t rank on page 1, 
you’re invisible to over 90% of consumers. 

So if we wanted to have a storefront on the digital high street and make the most of all the digital footfall, we needed to 
be on page 1. Anything after that was like being on a dark uninviting side street 

 

Benchmark: Close the gap in page 1 rankings with key competitors. 
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Measurement 
The agency built a bespoke keyword performance report for H&M providing a granular view of performance across 35K 
non-brand product terms which H&M’s target customers were searching. 
 

 
Campaign Objective #1 

Business transformation: 

• Improve speed of new page creation 

• Break down silos by increasing number of teams with an established working relationship with SEO 
• Improve efficiency through new business processes 

 
Rationale 
SEO requires many different specialists across a diverse set of disciplines to work closely together towards a common 
goal. 
At the start of the programme, SEO was undervalued, and many processes lacked SEO input and were disconnected 
from the business. 

To provide exponential growth required to catapult H&M into the big league digitally, we needed to secure buy-in & 
develop new processes with every one of H&M’s internal stakeholders that mattered. 
 

 

A particularly key set of processes was around the creation of new landing pages, which H&M required to capture 
consumer demand in search. The existing processes were slow, manual and cumbersome, and it would take decades at 
the current rate to match their competitors. H&M couldn’t afford to wait that long - we needed a step change in the 
entire end to end process and to vastly speed up the process of new page creation. 
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Measurement 

• Volume of pages created per year. 
• Tracking working relationships between SEO & Internal H&M teams. 
• Number of new processes established and efficiency improvements. 

 
 

Campaign Objective #2 

To find new opportunities for H&M to create targeted pages to capture demand from customers searching for H&M 
products. 

KPI: Number of new opportunities identified and search volume. 
 

Rationale 
Having fixed the disconnected teams and built an optimised production line able to build and launch new landing pages 
at a much faster pace, we then had to work out what pages to create! 
 

And we needed to ensure that this new production line was constantly full of new opportunities - any pause in 
production was a missed opportunity to catch those customers who would otherwise go to H&M’s competitors. 

So, our next objective was to identify as many of the opportunities to create targeted landing pages as possible - to 
ensure that we would never have a break in production. 

But we weren’t satisfied with just optimising what H&M had - we went further and helped H&M to understand what 
products they were missing, enabling them to expand their product range based on our insights and reach more 
customers. 
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Measurement 
• Number of opportunities identified & adding together the combined search volume from each of these 

opportunities. 
• Secondary metric: Achieving product range expansion based on search insights. 

 

 
Campaign Objective #3 
Help more undecided consumers find and buy the items they are looking for from H&M, by building more targeted 
experiences matching their needs. 
 
 
KPI: Number of target pages created. 

 
Rationale 
H&M didn't have a customer-centric online user experience compared to its digitally native competitors who had 
invested more heavily in SEO. 
 
In the offline world, if a customer wants a ‘long-sleeved white top’, they walk into the store and find the rack of tops and 
browse to find a suitable product. 
 
In the digital age, this won’t cut it - we need to connect that consumer directly with a digital “rack” of products that 
matches their need - if they land on a generic, store-like navigational experience, this adds extra friction to the journey 
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and will result in consumers (often with little to no loyalty) leaving to find a store that is better organised and helps fulfil 
their need. 
 
We need to ensure that the consumer lands on a page only showing long-sleeved white tops - so all they need to do is 
pick the style they like and check out. 
 

Measurement 
Tracked through our ‘Living Gap Database’, part of our data driven engine, which tracks progress of new page creation. 
 

 
Data sources Section 1 

1. Source: Tharawat Magazine & Wikipedia: H&M second largest international clothing retailer as of 2018 by 
revenue: https://en.wikipedia.org/wiki/H%26M#cite_note-10 & https://www.tharawat-
magazine.com/facts/top-5-largest-fashion-clothing-retailers-world/ 

2. Source: H&M Group company reports 
3. Source: Klarna Insights study (a partner of Statistia), May 2023 https://ecommercedb.com/insigh... 
4. Source: H&M Internal Paid Search Cost Data 
5. Source: AWR Cloud Non-Brand Keyword Ranking Data Set, Jan 2019 (see visual) 
6. Source: AWR Cloud CTR Data, UK, excluding zero-click searches. https://www.advancedwebranking... 
7. Source: Number of landing pages based on website crawl 

 
 
 
 
 
 
 
 
 

https://en.wikipedia.org/wiki/H%26M#cite_note-10
https://www.tharawat-magazine.com/facts/top-5-largest-fashion-clothing-retailers-world/
https://www.tharawat-magazine.com/facts/top-5-largest-fashion-clothing-retailers-world/
https://ecommercedb.com/insights/46-of-retail-customer-journeys-start-with-a-google-search/4465
https://www.advancedwebranking.com/ctrstudy/
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Section 2:  
Strategy: Insights  
& Strategic Idea 
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2A. Define the target audience(s) you were trying to reach and explain why it was/they were 
relevant to the brand and the challenge. Did your audience evolve overtime? If so, describe how 
and why. 
 
 
H&M has a very broad audience. Customers are male and female, young and old. Many come for the fashion for which 
the brand is famous. Others come for homewares, sportswear and beauty products, all of which are available on the 
H&M website. 
 
If you had to generalise, you’d say that H&M’s products are reasonably-priced overall. However, some of the brand’s 
designer collaborations crossover into high-end fashion, and H&M customers come from across the income spectrum. 
They may buy the exact same things, but for very different reasons. Take a basic white T-shirt as an example. For some, 
that will be a staple. But equally, some luxury-oriented consumers come looking for an understated item to pair with 
designer garments costing many times more, to create a unique and personalised look.  
 
Within the marketing and advertising industry generally there are two ways in which targeting is commonly done. One 
way is to find the common characteristics that unite widely differing groups of consumers. The other way is to segment 
audiences, typically by demographics or psychographics. 
 
But neither of those ways were right or feasible for this project, or achievable in the world of SEO. So instead we took a 
different approach altogether. We looked at it through the other end of the telescope. Rather than starting with the 
person and working our way to the product, we took as our starting point the products people were searching for and 
the specific needs they were expressing, through their search behaviour, at the exact moment they were doing it. 
 
By harnessing SEO, we were then able to make H&M visible for those searches, with a landing page full of products 
which were directly relevant to that customer’s need, right there and then. We didn’t need to guess from a customer’s 
demographics that they might be interested in a floral shirt - we knew that they were interested, at that very moment, 
and we were able to directly respond to their query by providing the relevant page and products on site. 
 
This contextual targeting at enormous scale resulted in thousands of different micro-audiences each receiving the exact 
product that they were looking for at their point of need. 
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2B. Explain the thinking that led you to your insight(s). Some insights come from research, data, and 
analytics. Others come from inspiration. Describe your insight(s) here. Did your insight(s) evolve 
over the course of your activity? 
 
 
Through internal audits and external research we discovered that as for many big, established ‘bricks and mortar’ retail 
brands, H&M’s digital evolution was being blocked by massive complexity and disconnection, both within the 
organisation and in understanding consumers’ multifaceted needs. 
 
The agency started in 2018 by getting deep under the hood of H&M’s business, with an extensive brand immersion 
exercise in collaboration with H&M to map out the key parts of their complex organisation, how it fitted together, and 
what the pain points were, to identify where the bottlenecks to growth would be. 
 
We identified that many critical teams in H&M were disconnected, working in silos and without considering the impact 
of their work on organic search performance. Furthermore, we identified numerous processes which were slow and 
cumbersome, hampering H&M’s ability to grow. 
 
Our SEO team then undertook a massive in-depth SEO keyword research exercise to understand what their customers 
wanted to find across all of their diverse product ranges - everything from clothing, shoes and accessories for casual 
occasions to sportswear, formal apparel, trend pieces, staple basics and more for women, men, kids and babies of all 
ages, as well as a large range of beauty products and home décor for your bedroom, bathroom, kitchen, garden and 
more. 
 
We identified tens of thousands of relevant keywords representing hundreds of millions of individual customer searches. 
By comparing the content gaps not covered by H&M with their existing sales data for each product area, we identified 
where the customer was not able to find H&M. We then used this to estimate the revenue potential of each and every 
missed opportunity - and the combined potential was worth millions. 
 
Lastly, we undertook extensive SEO audits of H&M’s current site across all of the key pillars of SEO - from our tech 
specialists looking at the platform’s code to areas where their existing content wasn’t customer-centric for search, to 
places where their campaigns were missing additional opportunities to drive more engagement and authority for their 
site, and everything in between. 
 
We would also need to stay on top of trends, with a dizzying array of entirely new styles of clothing being invented on a 
constant basis, and new fashion trends coming and going. However, our data showed that although many consumers 
shop for the latest trends, there are huge numbers of consumers who look for product trends from previous years. We 
would need to win for both sets of customers. 
 
We now had a compelling business case to put this at the top of the client’s agenda, and a detailed picture of all the 
different areas where things weren’t working - now we needed a plan. 
 

 
 
 

2C. What was the strategic idea or build followed from your insights that enabled you to pivot from 
challenge to solution for your brand and customer? If the strategic idea or build developed over the 
course of your activity (3 years +) tell us how  
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If the blockage to H&M’s digital evolution was complexity and disconnection, the answer lay in simplicity and 
connection. 
 

When it comes to search, the needs of the consumers and businesses involved are very simple and deeply 
interconnected. Customers want to find exactly what they’re looking for straightaway. Google wants them to find it. 
H&M wants to be front and centre when Google suggests to the consumer what brands to visit to buy the product they 
are looking for. 
 

Our strategy showed H&M what a bespoke customer-centric digital user experience would look like if it put this real 
customer search behaviour at its heart. 
 

Like a high-end car or a computer, the output would be effortless, uncomplicated and designed around user needs. 
 

Under the bonnet, however, the engineering that went into it needed to be advanced and highly technical. 
 

H&M needed a page for every possible search opportunity. In a physical store, you only have limited space for different 
products and you might not be able to stock each of those products in every size and colour that every customer might 
want. But in the digital world, there’s no limit. 
 

And their new digital shopfront would need to handle long-term growth of up to 30x in size, whilst making sure that 
Google could find all of these pages and customers would find H&M when they searched. 
 

It would need to provide data-led feedback loops to enable continuous improvement. H&M was tracking a few hundred 
keywords - we would need a solution that would let us track 100 times more terms, but flexible enough to quickly spot 
any performance issues across their huge product range. 
 

The many thousands of pages needed to fit together to form a neatly organised digital shopfront that offered consumers 
a good experience to navigate around, offering stimulation and inspiration for those seeking the latest look while 
providing ease and reassurance for those seeking a specific piece or an old favourite. 
 

And everything would evolve over time, to meet changing consumer needs. 
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Data sources Section 2 
 

1. Source: H&M internal campaign information. See also summary from Vogue: https://www.vogue.com/article/... 

2. Source: Internal H&M data 

3. Source: Google keyword planner data combined with H&M Analytics Data. 

4. Source: ‘Gap Analysis’ data vs initial site size of Product Listing Pages (PLPs) from site crawl 

5. Source: Keyword research (Google Keyword Planner data) vs. previous reporting solution 

 
 
 
 
 

 
 
 

 
 
  

https://www.vogue.com/article/hm-designer-collaborations-ranked
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Section 3:  
Bringing the  
Strategy &  
Idea to Life 
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3A. Describe the key elements of your plan that activated your strategy. Outline any components 
that were active in the effort e.g. CRM programme, customer experience, pricing changes as well as 
promotions and communications. If the balance of these elements shifted over the period of your 
effort, outline how and why. 

 

 

Search Engine Optimisation (SEO) was THE key element of our plan. We took SEO from a peripheral, passive-
engagement, nice-to-have element of the marketing mix and gave it a starring role, leading the entire end-to-end 
ecommerce content process and orchestrating all relevant teams inside H&M. 
 

We overhauled the page production process. We vastly reduced the lead-time to get pages live. We improved the 
quality of content and tailored it better to consumer search behaviour. 
 

We developed business cases and drove enhancements to content scripting processes, enabling content rollout at scale, 
reducing the internal resource required by H&M and dramatically cutting implementation time. 
 

We sped up post-launch validation, allowing H&M to check newly launched content health within minutes instead of 
using time-consuming manual checks, and for ongoing checks we introduced new content monitoring tools, processes 
and workflows to ensure that website content actually improved even as we vastly scaled up the size of the site. 
 

All of this resulted in more pages rolling out more quickly, capturing more traffic and driving more sales. 
 

Creating new landing pages alone was not enough to win - we also needed to ensure that search engines could find 
them, and that the site was fast and responsive. So the agency embedded its SEO team directly into the client’s 
development workstreams, taking ownership of delivering key technical improvements. 
 

And for Google to value the H&M website, they needed to acquire relevant links from authoritative publications. But 
their PR team had never even met SEO. So we secured buy-in from one of the largest and most experienced PR teams in 
the industry (to illustrate, H&M has a 24/7 PR hotline) embedding SEO insights throughout the process. 
 

The agency helped H&M to make the case to expand its internal SEO team to provide connectors inside the business 
who could collaborate with the huge number of internal stakeholders, and streamline lines of communication. The 
agency and client teams have grown together as we continue to prove the SEO value driven, and we have developed an 
incredibly close working relationship, functioning as a single joined-up SEO team. 
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3B. Outline the key building blocks of the creative executions for your main marketing vehicles e.g. 
endline, call-to-actions and format choices etc. 
 

 

As we said upfront, this isn’t a typical Effie entry. There isn’t a snappy endline or a memorable call-to-action. So the 
building blocks aren’t what you might expect. 
 

Our programme used data on consumer online fashion search behaviour to drive business effectiveness through SEO. 
And we did it all at an incredible scale and pace. 
 

The key building blocks of our campaign were the thousands of new landing pages we created to capture the millions of 
searches that H&M was missing out on. 
 

And in a dynamic online world that’s constantly evolving, we needed a flywheel delivering continuous growth and scale. 
To achieve that, we needed everyone at the agency and at H&M to play their part. 
 

At the heart of all of this we built a data-driven engine, bringing a bespoke suite of tools, processes, tracking capabilities 
and feedback loops, to put insight and its mastery at everyone’s fingertips. 
 

The key starting point was our ‘Gap Analysis’, which gave H&M the business case it needed. It has evolved substantially 
over the years, and now forms our ‘Living Gap Database’. 
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To create landing pages, H&M’s ecommerce engine needs to query its product database. And they also need sufficient 
product variation so customers have a selection of products to choose from. So we integrated H&M’s stock level and 
Product Information Management (PIM) data attributes. Not only do we have all opportunities in one place, organised 
by where they need to go, the size of each opportunity, and if H&M is capitalising on it - our bespoke database also 
incorporates all business data required to produce each page, providing a living roadmap for content production. 
 

Another key component is our Central Keyword Database, a huge dataset of search trends (15), providing insights for 
H&M’s Buying Office. This team can now plan new products in advance to ensure that they meet customer demand and 
that there are enough products available to justify creating a targeted product listing page. 
 

And the agency built new tools and automated dashboards to track all performance areas, completing the customer-
centric data loop. 

 

 

 

 
 
 
 
 
 
 

3C. How did you bring your strategy to your target market? What was the rationale behind your 
channel strategy/approach? Explain how the elements worked together to drive results. 
Throughout your response, address any changes made over time. 
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We brought our strategy to our target market by completely rebuilding H&M’s digital shopfront around the principles of 
customer-centricity. 
 
But with so many pages needing to be created and optimised, we worked according to a triage process, prioritising 
amongst the many thousands of pages according to their urgency and the amount of time and effort involved. The aim 
was to secure the biggest, quickest wins first. 
 
After that we then moved out to the pages and sections needing to be built from scratch or completely overhauled (like 
the Kids and Baby section, which didn’t match the way parents actually search for children’s clothing). 
 

 
Scaling Up 
 
As we added more pages, we saw that one of the biggest challenges would be the cost of manually hand-crafting copy 
for thousands of pages. The deeper we went, the lower the search opportunity for each page(15), and the lower the 
potential return. 
 
However, the combined opportunity was enormous, as were the pitfalls of poor quality content. 
To illustrate the potential for things to go wrong, imagine automating text for a page selling men’s shirts in black. There 
was a risk of simple templates scrambling words to something like “black men’s shirts.” 
We needed to create pages at scale whilst maintaining quality. 
 
In mid-2021, after researching different approaches, including GPT models, we picked an innovative data-to-text tool 
called AX Semantics, capable of generating hundreds of optimised pages at the click of a button whilst maintaining Tone 
of Voice and content quality. 
 
Rather than jumping on the generative AI bandwagon, we spotted the critical use case for machine learning and AI, 
leveraging neural networks for key language components whilst achieving superior quality control compared with LLMs 
such as ChatGPT. And we’ve laid a foundation for future automated testing of copy variations at a scale hitherto 
unimaginable. 
 

 
Supporting Buying Teams 
 
Using search data to choose which products should be created is something most SEO agencies only dream of, especially 
for large established brands such as H&M. 
 
We’ve actually done it. 
 
First, we identified where H&M had insufficient stock, guiding Buying teams to expand their product range and enabling 
us to create a landing page to achieve visibility for those products. 
 
We also spotted top searched opportunities where H&M didn’t have any products at all, enabling H&M to broaden its 
product range to new lines based on customer demand that they were not previously able to see. 
 



 

 

EFFIE AWARDS UK 2023 WINNER: H&M BY DIGITAS  
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3D. If relevant, include and explain any important changes to the creative work, channel plans and 
spend as part of your campaign optimisation over the course of your activity (3 years+). 
 
 
In 2020 we made significant changes to optimise our creative work and channel plans. 
 
The sudden arrival of covid-19 early in that year had a huge impact on H&M’s business and on the fashion industry 
generally. 
 
The complete shuttering of all of the brand’s retail stores meant that ecommerce went from being just one small piece 
of H&M’s overall sales mix to the ONLY sales channel. As a bricks-and-mortar brand, H&M was hugely exposed. 
 
We sprang into action. Just three days after the UK’s first national lockdown happened, we proactively delivered an 
extensive market impact analysis, presenting and analysing data about emerging new search trends and listing concrete 
actions to take. 
 
If customers were no longer going out, they weren’t going to be buying “going-out dresses.” Loungewear, on the other 
hand, was going to be the ‘new black’. We rapidly pivoted building out content for trending areas to capture this new 
demand. 
 
 
Then, when things opened up, we led the charge on post-lockdown trends. The resurgence of partying. The pent-up 
demand for weddings(19). 
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Dynamic Re-Optimisation 
 
We were rolling out new pages at a rapid pace. But we weren’t content just to launch and move on. We wanted to 
ensure that what we’d created was working as well as it should. 
 
So when we identified any pages that underperformed or any areas where we were overtaken by a competitor, we 
reacted quickly. We used our data-driven engine to identify key drops. Then we refreshed our content with new 
optimisation to push them back towards page one. 
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Key Visual 
 

 
 
 
Data sources Section 3 
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1. Source: H&M Agency Brand Immersion 

2. Source: Google search data combined with SEO content gap analysis 

3. Source: Google search data 

4. Source: Inherent limitation in large language models such as ChatGPT due to output being based on randomly 
chosen statistical probabilities 

5. Source: Google search data combined with product gap analysis 

6. Source: CNBC report about impact on store closures on H&M, March 2020 https://www.cnbc.com/2020/03/2... 

7. Source: YouGov Daily email bulletin, 14 June 2021 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Section 4:  
Results 
 

https://www.cnbc.com/2020/03/23/fashion-retailer-hm-weighs-tens-of-thousands-of-job-cuts-because-of-coronavirus.html
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4A. Over the course of your activity (3 years +), how do you know it worked? Explain, with category 
context, why these results are significant for the brand’s business. Results must relate back to your 
specific audience, objectives, and KPIs. 
 
 
The results were astonishing. 
 
Working with H&M we set out to drive a total of £39.6M of incremental UK revenue from organic search(20) over just 
four years (2019-2022). 
 
It was an incredibly aggressive target. 
 
Yet we smashed it. 
 
We drove an enormous £62M of incremental SEO revenue over the four year period. That’s a 56% over delivery on 
target. 
 
We achieved this by nothing less than total transformation. Everywhere. All at once. We broke down silos. We 
restructured and reorchestrated teams to work together. We improved or streamlined 35 different business processes 

. 
When we started out, H&M’s production pipeline for creating high-value targeted landing pages was slow and 
cumbersome. We are now rolling out new pages nearly twenty times faster. 
 
We identified over 19,000 opportunities to create new targeted landing pages, and so made sure that the production 
pipeline never ran dry. And we did this not only for products which H&M sold, but for products they could sell, by 
expanding their range into new territories. One of our recommended new products ended up becoming a top seller in its 
category. 
 
And we’ve now tapped into the power of automation, to allow us to scale up even faster. 
 
The end result is a transformed customer experience that truly reflects what the audience was looking for. H&M’s online 
shopfront is finally fit for the digital age and no longer a replica of its high-street stores. No matter what fashion 
consumers search for, H&M has a rack of products to match, giving customers exactly what they want. 
 
In recognition, Google has rewarded H&M by driving them to the first page for customer searches, achieving a 
staggering 518% increase in the number of target non-brand terms ranking on page 1 (25). H&M’s visibility in Google 
increased faster than its key UK competitors, including ASOS, Boohoo, PrettyLittleThing and New Look. 

 

 

 
So whatever product consumers searched for - a white long-sleeved top, some high-waisted trousers, an oversized 
chunky knit cardigan - H&M’s online shopfront was front and centre, accessible with a single click and offering a 
frictionless experience to buy. 
 
And we’ve delivered exceptional business returns. The UK effort was part of a global programme which drove 30:1 ROI. 
The ROI for the UK portion is estimated to significantly exceed this(27). 
Now that’s Effectiveness for the modern age. 
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Business Objective 
Drive £39.6M incremental revenue from organic search over 4 years. 

 
List result 
We drove an enormous £62M incremental SEO revenue between 2019 and 2022, exceeding our already ambitious 
overall target by 56%. 
 

Context 
Each year, we collaborated extensively with H&M teams and business controllers to identify what the result would be if 
H&M did not invest in SEO. We then mapped out an ambitious plan of action and forecast the incremental value it could 
drive. Our total target for the UK was £39.6M incremental organic revenue across all four years. 

 
We smashed these already incredibly ambitious forecasts, exceeding them by 56%. 
 

We would argue that this was a stunning achievement, considering that H&M was so far behind their competitors in the 
marketplace - they were starting from ground zero. And of course, the market is not static, it’s dynamic - it’s not as 
though ASOS or Boohoo were standing still. 
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Marketing Objective 
Increase non-brand Share of Search (i.e. Share of Voice in search). 
KPI: Number of target non-brand keywords ranking on page 1 of Google UK. 

 
List result 
H&M saw a staggering increase of +518% growth in non-brand keywords ranking on page 1 of Google UK, giving them 
prime position on the digital high street. 
 

Context 
Our data driven engine tracks visibility across an extensive keyword set of over 35k high priority non-branded product 
keywords which customers were searching for. This is the digital high street where H&M needed to be visible to capture 
consumer demand and drive sales. 
 
When we first started tracking in January 2019, H&M only ranked on page 1 for 915 of their target keywords. 
 

 
By the end of 2022, H&M’s targeted product listing pages ranked on the digital high street for over 5,100 key terms, 
representing a 518% increase in page 1 rankings over this period. 
 
SEO takes time to have an impact, and the pages launched in 2022 directly impacted visibility in H1 2023.  
 
So the work delivered in 2022 has continued to increase its impact, with almost 5,700 keywords on page 1 as of June 
2023, representing a staggering +518% increase since work began! 
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Campaign Objective #1 
 

Business transformation: 

• Improve speed of new page creation 

• Break down silos by increasing number of teams with an established working relationship with SEO 
• Improve efficiency through new business processes 

 

List result 

Pages are now rolled out 20x faster(22), while also increasing quality. 

Developed 35 new SEO driven business processes.(38) 

 

Context 
 
Our programme significantly accelerated H&M’s digital transformation. 
 
In 2018, H&M took 10 weeks to write, optimise, validate, build, launch and test 10 new UK landing pages, through a 
labour-intensive manual process. 
 
We’re now delivering 75 optimised pages per batch in just FOUR WEEKS. At the same time we’re improving the quality 
of the copy and the level of optimisation. 
 
We broke down internal silos, establishing connections between SEO and 9+ internal teams where no previous 
relationship existed, and strengthened collaboration with a further 6 teams. 
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Along the way we introduced 35 new business processes. One example is our new scripting improvements, which mean 
that manual work that previously took days can now be done in minutes. 
 
And we’re not stopping there - the automation we developed in 2022 has now given us the ability to create hundreds 
more bespoke pages at the click of a button. 
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Campaign Objective #2 
 
To find new opportunities for H&M to create targeted pages to capture demand from customers searching for H&M 
products. 
 
KPI: Number of new opportunities identified and search volume. 

 
 
List result 
We identified over 19,000 new landing page creation opportunities. 

This gave us the opportunity to capture over 217 million more non-brand searches per month. 

 

Context 
Our data-driven engine approach continuously identifies opportunities to create new optimised landing pages. To date 
we’ve identified over 19,000, with the ability to represent over 217 million monthly searches that H&M was previously 
unable to target. 
 
By the time you read this we will have identified many thousands more opportunities to capture many millions more 
searches. 
 
As a result, we’ve been able to run our landing-page production line at maximum capacity throughout the entire period, 
avoiding breaks which would have slowed down progress. 
And we went further. 
 
It wasn’t enough for us to identify opportunities to appear for customers for products which H&M already had. 
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We’ve spotted highly searched-for white space where H&M didn’t previously have any products. H&M has designed and 
bought in entirely new product lines based on our data and insights. One example is H&M’s popular new line of tennis 
bracelets, which was created on our recommendation. 
 

 

 
Campaign Objective #3 

Help more undecided consumers find and buy the items they are looking for from H&M, by building more targeted 
experiences matching their needs. 

KPI: Number of target pages created. 
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List result 
To date we have created over 3,000 customer-centric targeted ecommerce landing pages live on H&M UK, an increase 
of +423%(31). The numbers continue to grow. 
 

Context 
When we started, H&M’s online presence consisted of just 700 pages, many of which were poorly optimised. 
 
We increased that to an enormous 3,709 unique landing pages, each targeting a unique micro audience in the exact 
moment of their customer journey when they were in-market to buy. Our Kids & Baby restructure was a whopping 625 
targeted pages alone! 
 
Reaching this target would have been impossible without complete transformation. It required a genuine ‘one team’ 
culture, blending H&M business experts with agency specialists. 
 
It was a team that didn’t settle for incremental improvements - H&M entrusted SEO to rebuild entire departments from 
the ground up to match consumer needs. 
 
And when covid threatened H&M’s business, we rapidly rolled out over 30+ targeted pages at an accelerated timescale, 
generating sales at a critical time. 
 
H&M’s digital experience now truly matches what its customers want. And we’re still running. Fast. 
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Additional Results 
 

Technical SEO 

 

 

Optimising the technical platform is a key but undervalued component for SEO success. 

Before we started, H&M barely picked up SEO requirements. With the inspiration of our data-driven business cases, 

H&M have now established an entire development team just to build SEO requirements! As a result, we have launched 

over 70 new technical SEO enhancements per year. 

 

One set of enhancements drove a 314% increase in pages passing Google’s Cumulative Layout Shift metric, preventing 

pages from jumping around when loaded. It improved both Google Core Web Vitals scores and the customer 

experience. 

 

We also introduced technical SEO safeguarding, ensuring no code changes go live without vetting for SEO visibility risk. 

 

 

SEO x PR 

 

We conducted workshops to train H&M’s PR teams, securing the integration of SEO into existing campaign processes. 

SEO is now a crucial consideration in campaigns, from initial concepting to outreach and retirement. Overall, these 

strategies amplified the impact of H&M’s already inspiring creative campaigns. 

 

The result was an increase in the authority of value-driving links to H&M’s UK site generated by campaigns by +48% 

during 2021 and +24% during 2022. 
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Long form content 

 
Using customer search behaviour, seasonality, and trends, the agency created H&M’s first-ever SEO data-driven 

Magazine article. This targeted piece of long-form content became H&M’s most widely read article of 2021/2022, 

ranking #1 for the most-searched keywords “sweater vest” and “knit vests”. 
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4B. Marketing rarely works in isolation. Outside of your effort, what else in the marketplace could 
have affected the results of this case - positive or negative?  
 

• No other factors 
 

 
Explain the influence (or lack of influence) of the factors you selected. 
 
This isn’t your average Effie entry - many common marketing factors have little relevance in measuring uplift from non-
brand SEO. 
 
The agency worked with H&M specialists and business control to develop an advanced data-driven annual forecasting 
model. Case studies were regularly undertaken for projects to isolate the impact of SEO and to improve forecasting. 
Factors considered included: 
 

• Other marketing efforts - brand search demand used to measure impact of brand awareness, isolating any 
impact on organic performance. 

• Paid search cannibalisation - bidding data factored in to remove cannibalisation impact on non-brand traffic. 
• Competitors - page 1 ranking is a zero sum game - if you get to page 1, someone else has to drop out. 

• Seasonality - previous years’ trends used to forecast ahead. Additionally, keyword visibility is unaffected by 
seasonal factors, and therefore provides a representative share of voice metric at any point of time. 

• Covid - significant changes to search demand were validated by numerous data sources, including brand search 
demand and Google Mobility data to isolate their impact. 

• Tracking issues - organic measured against other channels to isolate any impact on measurement. 
• Conversion Rate / AOV - used forecasts from H&M based on planned internal changes. 
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Data sources Section 4 
 

1. Forecasting model (see visual for 4B) 
2. Forecasting model vs. actuals from H&M Analytics 
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3. Number of pages created divided by time period to deliver, before vs. after 
4. Google search data combined with SEO content gap analysis 
5. Internal H&M information 
6. AWR Cloud Non-Brand Keyword Ranking Data Set (see visual) 
7. AWR Cloud Non-Brand Keyword Ranking Data Set - growth vs. Jan 2019 
8. (Due to confidentiality reasons we cannot reveal the UK’s contribution to the overall number, but what we can 

say is that it‘s been estimated by H&M that the UK’s contribution to this ROI significantly exceeded the global 
return of 30:1 which H&M has estimated for the overall programme 

9. H&M internal information 
10. H&M internal estimate 
11. See section 3C 
12. Number of landing pages based on website crawl 
13. (H&M internal information 
14. Google Core Web Vitals tools pre vs post implementation 
15. (Calculation combining data from tools Ahrefs & Majestic 
16. H&M Analytics 
17. (AWR Cloud Target Non-Brand Keywords 
18. Brand search demand (Google search data), Paid Search (data from H&M), seasonality (H&M Analytics & Google 

search data), tracking issues (H&M analytics team), Conversion Rate / AOV (H&M Analytics), mobility data 
(Google), store footfall data (H&M internal data). Search volumes based on annual average to remove 
seasonality. Ranking data (AWR) Product Listing Page performance. See visual for more information. 

19. Source: List of processes compiled by H&M and agency, validated by H&M 
20. Source: H&M SEO Relationship Matrix, status as of end Dec 2022 

 
 
  



 

 

EFFIE AWARDS UK 2023 WINNER: H&M BY DIGITAS  

 
 

Contact Effie 
 

 

QUESTIONS ABOUT YOUR ENTRY 

For any questions regarding the entry process, materials, categories, rules, etc., contact: effieuk@effie.org .  

 

CASE DATABASE & SUBSCRIPTIONS 

The purpose of the case database is to educate about effective marketing and to showcase the companies and 
individuals creating effective work to enhance learning in our industry. Take a look at what the Effie case database has to 
offer here. For more information email our dedicated team on subscriptions@effie.org. 

 

JUDGING 

To apply to be an Effie Judge, please complete the Judge Application Form. If you have questions about the judging 
process, email effieuk@effie.org  

 

EFFIE INDEX 

The Effie Index identifies and ranks the most effective agencies, marketers, brands, networks, and holding companies by 
analysing finalist and winner data from Effie Award competitions around the world. Announced annually, it is the most 
comprehensive global ranking of marketing effectiveness. For more information email us at index@effie.org  

 
  

mailto:effieuk@effie.org
https://www.effie.org/caselibrary
mailto:subscriptions@effie.org
https://www.surveymonkey.com/r/EffieJudgeApplication
mailto:effieuk@effie.org
mailto:index@effie.org
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