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Overview

Wellness Wag’s affiliate program had reached the maturity where the constraint on growth was no

longer recruitment. Affiliates existed, commission structures existed, and tracking infrastructure on

ShareASale and CJ Affiliate was live. The problem was different: a sprawl of ideas about what to do

next, spread across four people, four working channels, and no shared prioritisation. This document is

the synthesis of that sprawl into an execution plan.

The input was a 35-page raw brainstorm. The output is a three-phase roadmap organised around a central

strategic insight: the affiliate program’s real growth lever is operational enablement of the existing base, not

recruitment of more partners.

The Synthesis Problem

Before any strategic recommendations could land, the input itself had to be reduced to something actionable.

Four dimensions describe what the raw state looked like.

FOUR CONTRIBUTORS

•  Mansoor. Affiliate marketing growth strategies framing, cross-brand synthesis with Minimal,

tier-structure recommendations.

•  Falak. Operational reality checks against each proposed strategy, tooling feasibility, and what the

ShareASale vs CJ Affiliate platform constraints permitted.

•  Mike. Program goals framing and strategic north-star definition captured in the initial scoping

conversation.

•  Ellen. Parallel growth-strategies contribution providing a second perspective on the same strategic

surface.

FOUR WORKING CHANNELS

•  Bubbles. Recorded voice discussions across three threads. Rich context but not searchable.

•  ClickUp tasks. Granular per-strategy task threads carrying contributor-specific feedback.

•  Structured docs. Written strategy documents captured across multiple iterations.

•  Live conversations. Unrecorded working sessions whose decisions had to be inferred from

downstream artifacts.

THE STATE OF THE IDEAS

•  30+ raw strategy ideas distributed across the channels without shared numbering or consistent

framing.

•  No prioritisation. Every idea was written up at roughly the same depth, implying equivalent

importance, which made execution sequencing impossible.

•  No consolidated view. No single artifact existed where a reader could see the whole strategic

landscape.

The document you are reading resolves all four dimensions: a single source of truth, per-strategy scored,

prioritised into execution phases, and written so that a future reader does not have to reconstruct the decisions

from the original channels.
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Methodology: Four-Dimension Scoring Framework

Each of the 30+ raw ideas was scored against the same four dimensions. This is what made phase assignment

objective rather than intuitive.

Dimension 1: Operational feasibility

Can this strategy be executed on the current tooling without platform changes? Many contributor ideas

depended on capabilities ShareASale does not support (customer-behaviour segmentation, for example) but

that CJ Affiliate does. Strategies requiring platform migration scored lower on feasibility; strategies

executable immediately on existing rails scored higher.

Dimension 2: Leverage on existing affiliate base

Does this strategy unlock value from affiliates we already have, or does it require finding new ones? This

dimension produced the strategic insight that governs the whole roadmap: enablement beats recruitment, and

strategies scoring high on existing-base leverage run ahead of strategies scoring high on net-new recruitment.

Dimension 3: Time-to-impact

How quickly can this strategy demonstrate measurable lift? Thirty-day demonstrable wins were privileged

over six-month gradual builds for the Phase 1 window because the program needed early proof-of-concept to

justify continued investment in the longer-cycle strategies.

Dimension 4: Cross-brand transfer

Can this strategy be applied to Minimal as well as Wellness Wag? Strategies scoring high on cross-brand

transfer earned priority because they produce compound operational leverage: one framework serving two

brands is less work than two bespoke frameworks. Many strategies in the source explicitly flagged “same for

Minimal” in the contributor notes, confirming the cross-brand transfer was built into the thinking from the

beginning.

Consolidated Strategy Inventory

The 30+ raw ideas resolved into seven strategic themes. Each theme absorbed multiple contributor ideas

under a single coherent heading. The themes are grouped below by the dominant intent they serve.

Recruitment and Outreach

•  Influencer collaboration and affiliate crossover. Partner with niche influencers to recruit affiliates

from adjacent audiences. Mental health and pet care creators for Wellness Wag, holistic health and

minimalist-lifestyle creators for Minimal.

•  Affiliate recruitment and engagement project. Active outreach to external affiliates who list affiliate

programs on their blogs and review sites.

•  Partner-led affiliate listings. Outreach to platforms like Tapfiliate to get Wellness Wag listed among

featured programs, with bonus slabs for affiliates joining through those channels.

Engagement and Retention
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•  Affiliate training and development workshops. Covered in its own dedicated strategy document. The

enablement layer of the broader program.

•  Gamification. Monthly leaderboards, badges for milestones (“Top Seller of the Month,” “New

Affiliate of the Quarter”), seasonal challenges.

•  Monthly affiliate newsletter. Affiliate-only publication with performance highlights, featured-affiliate

spotlights, and program updates. Serves as the communications channel tier-based rewards flow through.

•  Affiliate loyalty program. Tiered commission structure escalating with performance. The structure is

detailed below because it is the most concrete existing asset the program has.

Content and Collaboration

•  Affiliate content collaboration and co-creation. Co-created blog posts, videos, and case studies with

top affiliates. Collaborations with veterinarians and therapists for Wellness Wag, holistic-health

practitioners for Minimal.

•  Content and resource development. Internal content pipeline producing creative assets affiliates can

use directly: banner sets, social templates, educational explainers.

Analytics and Personalisation

•  Advanced segmentation and personalisation. Segment the affiliate base into three tiers by behaviour:

affiliates who drive sales, affiliates who drive traffic but not sales, affiliates who drive neither.

Personalised activation campaigns per segment.

•  Affiliate data analytics and AI integration. Predict which affiliates are at risk of churn, which are

ready to tier up, and which new recruits most resemble the program’s top performers.

•  Performance optimisation and analytics. Systematic monitoring infrastructure feeding the quarterly

strategic reviews.

Marketing Mechanics

•  Affiliate retargeting and remarketing. Paid media targeting users who converted on affiliate-driven

traffic but did not retain, closing the loop between acquisition and LTV.

•  Referral program enhancement. ShareASale program-boost features, referral-bonus expansion, and

integration between affiliate and customer-referral streams.

•  Product bundling and upselling. Affiliate-exclusive bundles with complementary brands extending

average order value without per-partner negotiation.

Feedback Loop

•  Affiliate feedback and improvement loop. Structured mechanisms for affiliates to surface what is

working and what is not. Closes the gap between program design and partner experience.

Strategic Insight: Enablement, Not Recruitment

The single most important decision this synthesis produced was a reframing. The initial brainstorm had

recruitment as the dominant strategic frame: the unstated assumption was that affiliate program growth

requires more affiliates. When the 30+ ideas were scored against the four dimensions, a pattern
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emerged: the highest-scoring strategies were not recruitment strategies at all. They were enablement

strategies.

The existing affiliate base was under-served, not under-populated. Segmenting the base into three tiers

(sales-driving, traffic-driving, and inactive) surfaced the honest shape of the operation: a small group of high

performers producing most of the program’s value, a middle tier with traffic but no conversion, and a long

tail of signed-up but dormant partners. Recruiting more partners into that shape produces more dormancy,

not more sales. The leverage is in moving middle-tier partners into the top tier and reactivating the dormant

tail.

Every Phase 1 action below follows from that reframing. Enablement infrastructure, segmentation-driven

communication, and activation campaigns against the existing base come first. Recruitment, cross-brand

expansion, and influencer-driven partner acquisition are deliberately deferred to later phases. This ordering is

the single highest-leverage strategic choice in the plan.

Prioritised Roadmap

Three execution windows, each with its own intent and its own set of prioritised actions.

Phase 1: First 30 days (Activation)

Extract more value from the existing base immediately. No new recruitment. No new infrastructure that takes

more than two weeks to build. Proof-of-concept work that justifies the later phases.

•  Segment the existing base into three tiers. Sales-driving, traffic-driving, inactive. Ship the

segmentation before any communication lands.

•  Launch the monthly affiliate newsletter. The communications channel every other activation strategy

routes through. Standing format: featured affiliate, top traffic driver, program updates.

•  Formalise the existing tiered commission structure. Document the Bronze-Silver-Gold-Platinum

tiers (see Infrastructure Recommendations below) and communicate them explicitly to the full affiliate

base.

•  Reactivation campaign against the dormant tier. Targeted outreach to inactive affiliates with a

time-boxed bonus offer. Measures whether the tail can be reactivated or should be pruned from future

planning.

•  Instrument the baseline. Program-health metrics captured now so Phase 2 and 3 lift can be measured

against a known starting line.

Phase 2: Quarterly (Operational Leverage)

Build the infrastructure that makes the Phase 1 work repeatable and scales it across brands. This is where the

cross-brand transfer dimension earns its weight.

•  Gamification launch. Monthly leaderboards, badges, seasonal challenges. Public recognition of top

performers in the newsletter and dashboard.

•  Content co-creation with top affiliates. Co-authored blog posts, webinar collaborations with

veterinarians and therapists, guest contributions on the Wellness Wag content calendar.
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•  Affiliate training workshops. Monthly webinar cadence on SEO, content marketing, and conversion

optimisation (see the separate Affiliate Training and Development strategy document for the full

framework).

•  Cross-brand framework transfer. Port the Wellness Wag segmentation, newsletter, and gamification

systems to Minimal. Same infrastructure, two revenue streams.

•  Referral program enhancement on ShareASale. Deploy program-boost features and bonus-slab

structures for influencer-acquired affiliates.

Phase 3: Six to twelve months (Expansion)

With the existing base activated and the infrastructure proven at both brands, growth shifts to recruitment and

advanced analytics.

•  Influencer collaboration and affiliate crossover. Partner with niche influencers to recruit affiliates

from their audiences. Campaign-specific bonus structures incentivise the channel.

•  Paid-media partnerships. Retargeting and remarketing layer capturing affiliate traffic that did not

convert on first touch.

•  Affiliate data analytics and AI integration. Predictive modelling for churn, tier progression, and

recruit-quality scoring. This depends on the Phase 1 baseline instrumentation producing enough

longitudinal data to train against.

•  Certification program and advanced training. Top-tier affiliates earn a recognised certification upon

completing the advanced training track. Positions top performers as a distinct class the program actively

invests in.

Infrastructure Recommendations

Three specific infrastructure builds carry the roadmap. Each is concrete, costed, and ready to execute.

Tiered commission and loyalty structure

Four tiers based on monthly sales volume, each with escalating commission and gift-card rewards. The

structure exists in draft form; Phase 1 formalises and communicates it to the full affiliate base.

•  Bronze Tier: up to 10 sales per month. 1% bonus commission, $50 gift card.

•  Silver Tier: 15 to 30 sales per month. 2% bonus commission, $100 gift card.

•  Gold Tier: 35 to 50 sales per month. 3% bonus commission, $150 gift card.

•  Platinum Tier: 50+ sales per month. 5% bonus commission, $2,000 gift card.

A parallel points system is under consideration: 10 points per sale, 50 points per blog post, 20 points per

social media post, 5 points per 100 clicks. Redemption through gift cards, commission bonuses, and

category-specific rewards (wellness vouchers for Wellness Wag affiliates, pet-care premium products,

quarterly top-performer awards). The tracking mechanism is the open implementation question; Phase 2

resolves it.

Partner-led expert webinar series
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Wellness Wag’s ESA doctors and licensed mental health professionals deliver educational webinars that

affiliates promote through their own channels. The same pattern applies to Minimal with weight-loss

practitioners as the subject-matter experts. This is where the Affiliate Training and Development Workshops

strategy intersects with the broader affiliate program: partner-led content is produced once and distributed

across the affiliate base, which makes it operationally cheaper than self-produced training while also being

more credible to affiliate audiences.

Paid-media partnership tier

A dedicated paid-media affiliate tier running ads on the expert-led webinar content, case studies, and success

stories. This tier is commercially distinct from the main affiliate base because the acquisition economics are

different: paid-media affiliates need CPC-compatible rate structures, and their performance signal is

cost-per-acquisition rather than total sales volume. Phase 3 stands this tier up with its own tracking and rate

cards.

Closing Note

The 35 pages of source material captured real strategic thinking from four contributors who each

brought a different perspective: strategic framing, operational reality checks, program north-star

alignment, and parallel-lens growth-strategy views. The fact that the synthesis reduced that sprawl into a

single seven-theme inventory and a three-phase roadmap does not mean the original conversations were

wasted. It means the thinking behind each decision is now traceable to a named contributor, and

execution can proceed without the overhead of re-litigating decisions that were already made in the

source channels. The strategic insight the synthesis surfaced, enablement beats recruitment, is the single

most important output, and every contributor’s input helped produce it.


