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ABSTRACT

This case examines the rise and decline of Heirloom Adornments, a leading U.S. jewelry
retailer that thrived for decades through its exclusive TV shopping channel. The company built a
loyal customer base by offering high-quality, unique designs but struggled to maintain relevance
as consumer preferences shifted toward online shopping and omnichannel experiences. The case
incorporates three key areas of marketing: branding, consumer behavior, and marketing strategy.
Students will analyze the company’s outdated brand positioning, its failure to adapt to evolving
customer preferences, and its lack of a comprehensive marketing strategy to navigate the digital
transformation. By exploring these aspects, the case highlights the critical need for businesses to
align their branding with changing consumer values, understand emerging shopping behaviors,
and develop adaptive marketing strategies to sustain competitive advantage. This case challenges
students to propose innovative solutions for brands facing similar market disruptions.

Keywords: branding, consumer behavior, marketing strategy, digital transformation, retail
industry, omnichannel marketing

Disclosure Statement: This is a fictitious case. All information contained herein was fabricated
by the author(s). Any similarity contained herein to actual persons, businesses, events, etc. is
purely coincidental and is the responsibility of the author(s). Please contact the case author(s)
directly with any concerns.

Teaching Notes: For teaching notes, please contact Dr. Kelsey Metz at
Kelsey.Metz@LMUnet.edu.
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INTRODUCTION

For decades, Heirloom Adornments flourished in the U.S. retail market by showcasing
exclusive, high-quality jewelry. Its popular TV shopping channel served as the brand's primary
sales platform and key to its success. Its unique value proposition of showcasing products with
live demonstrations and persuasive sales tactics resonated deeply with its core female
demographic. At its peak in the early 2000s, Heirloom Adornments generated over 250 million in
annual revenue, sold millions of products, and garnered a loyal customer base.

However, as digital transformation swept through the retail industry, Heirloom
Adornments faced mounting challenges. Over the past decade, the company has experienced a
42% decline in revenue, with the sharpest annual decrease of over 10% occurring in the most
recent year (Appendix, Table 1). The reasons for this decline are multifaceted but can be largely
attributed to internal resistance to change and external shifts in consumer behavior, including the
growing number of women entering the workforce. Today, the company stands at a crossroads,
with its executive team acknowledging that without a bold pivot, Heirloom Adornments will
cease operations within two years.

THE PROBLEM: FAILING TO ADAPT

The executive team, and notably the Chief Marketing Officer (CMO), have attributed the

company’s struggles to three main factors:

1. Shifts in Consumer Behavior: The rise of dual-income households, coupled with a surge
in workforce participation by women, has drastically reduced the number of women at
home during the day. These women were once the prime audience for TV shopping
channels. Additionally, the increasing reliance on online shopping has shifted consumers
toward digital marketplaces where convenience and selection far outweigh nostalgia.

2. Cultural Disconnect: The company’s name, “Heirloom Adornments,” once associated
with trust and quality, has now become a symbol of obsolescence. Focus groups revealed
that younger women viewed the brand as outdated, with limited relevance to modern
lifestyles. Despite efforts to expand into the online space, the company failed to adapt its
branding and marketing strategies to resonate with women under 60.

3. Inadequate Digital Marketing: Although Heirloom Adornments launched an e-commerce
website in 2010, its marketing strategy and efforts remained tethered to traditional
approaches. The website received little attention due to minimal investment in search
engine optimization (SEO), social media advertising, and influencer partnerships.
Younger competitors quickly gained market share by leveraging modern marketing
tactics.

ANALYZING THE DECLINE
Demographic Shift
Heirloom Adornments’ core demographic, women aged 60 and above, remains loyal, but

this group is shrinking as older consumers become less active in the marketplace. Meanwhile,
younger consumers, who represent the future of the retail market, are largely ignoring the brand.
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Surveys indicate that 67% of women under 40 are unfamiliar with Heirloom Adornments’
product offerings, and those who do recognize the name associate it with dated products.

This shift highlights significant changes in consumer behavior. Younger women,
influenced by demanding work schedules and evolving lifestyle preferences, increasingly value
convenience and modern aesthetics in their shopping experiences. They are more likely to
discover and purchase products through digital platforms and social media rather than traditional
TV channels. Heirloom Adornments has struggled to cater to these expectations, leaving a gap
that competitors have quickly filled. The CMO reflected on this challenge, stating, "We haven’t
prioritized capturing the attention of younger audiences, and at the same time, we’re not
effectively converting those entering the 60+ age group into loyal customers."

Outdated Brand Identity

The CMO has openly admitted that the company’s inability to capture a younger market
stems partly from its name. While “Heirloom Adornments” once evoked reliability, the name
now suggests a brand that is outdated and out of touch with modern consumer preferences.
Rebranding attempts have stalled due to fears of alienating the company’s dwindling yet loyal
older demographic. Younger consumers have gravitated towards brands such as Kendra Scott and
Monica Vinader.

Missed Opportunities in Digital Marketing

While competitors aggressively invested in influencer marketing, content marketing,
video advertising, programmatic advertising, social media outreach, email marketing, search
engine optimization, and search engine marketing, Heirloom Adornments remained reliant on
static banner ads and traditional TV promotions.

Analytics show that:

e The bounce rate on the website exceeds 65%.
e The social media engagement rate is less than 5%.
e Less than 15% of website traffic comes from organic searches.

Financial Pressure

The continuous decline in sales has put significant financial pressure on Heirloom
Adornments. Over the past decade, the company has laid off 40% of its workforce and closed
half of its regional distribution centers. Profit margins have dwindled as operational costs
increase, leaving little room for experimentation with new strategies.

EXECUTIVE REALIZATION

Despite a pattern of declining performance, the tipping point came during the company’s
annual shareholder meeting, where the CEO delivered a sobering message: “We have two years
to turn this company around, or we close our doors for good.” This statement marked the first
time the executive team collectively acknowledged the gravity of the situation.
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THE PATH FORWARD: QUESTIONS FOR STUDENTS

To address the challenges outlined above, consider the following questions:

1.

How can Heirloom Adornments redefine its brand identity to appeal to younger
consumers while retaining its older, loyal demographic? What specific steps should the
company take to modernize its image?

What strategies can the company implement to better understand and adapt to changing
consumer preferences and lifestyles, beyond just rebranding?

What digital marketing strategies should Heirloom Adornments adopt to improve its
online presence and engage younger audiences?

How can the company enhance the customer experience across both its website and
social media platforms? What changes would have the greatest impact on customer
retention and acquisition?

How can Heirloom Adornments use data analytics to better understand consumer
behavior and refine its marketing and product strategies? What tools and methods would
be most effective?

What financial and operational challenges might the company face in implementing these
strategies, and how can it address them proactively?
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APPENDIX

Table 1
Heirloom Adornments Revenue

Volume 47

HEIRLOOM ADORNMENTS REVENUE

$300,000,000.00

$250,000,000.00

L 4

L 4
L 4

$200,000,000.00

$150,000,000.00

$100,000,000.00

$50,000,000.00
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