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Agenda and Welcome



Why are we Talking 
About Pre-Orders Today?



Pre-Order Sales 
and

The Life of The Book
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Pre-Order sales are significant in the life of a book…

3% - 30%
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Pre-Order Task 
Force Data



BookPeople (Austin, TX)

Books Inc. (Multiple Northern California Locations)

Bookshop Santa Cruz (Santa Cruz, CA)

Bookworm of Edwards (Edwards, CO)

Cellar Door Books (Riverside, CA)

Devaney, Doak & Garrett (Farmington, ME)

DIESEL, A Bookstore (Brentwood, CA)

Flyleaf Books (Chapel Hill, NC)

Green Apple Books (San Francisco, CA)

Harvard Bookstore (Cambridge, MA)

The Learned Owl Book Shop (Hudson, OH)

Liberty Bay Books (Poulsbo, WA; Bremerton, WA)

Northshire Bookstore (Manchester Center, VT; Saratoga 
Springs, NY)

Page 158 (Wake Forest, NC)

Penguin Bookstore (Sewickley, PA)

Porter Square Books (Cambridge, MA)

Quail Ridge Books (Raleigh, NC)

Red Balloon Bookshop (St. Paul, MN)

Schuler Books and Music (Grand Rapids, MI)

Third Place Books (Lake Forest Park, WA; Ravenna, WA; 
Seward Park, WA)  

Watermark Books & Café (Wichita, KS)

WORD (Brooklyn, NY; Jersey City, NJ)

Pre-Order Task Force
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Pre-order Campaign Test Titles



Our preorders grew exponentially after we started promoting 
them BUT, with the exception of the author-led promotions, we 
did not see big spikes in preorders for the specific titles we 
promoted. 

Rather, we saw a huge growth in preorders in general as we 
used the specific titles to promote the fact that we do 
preorders. 

-Josh Cook, Porter Square Books (Cambridge, MA)



By Ed Nawotka – Jan 04, 2019

Looking over his end-of-year numbers, Ben Rybeck, manager of Brazos 

Bookstore in Houston saw something unusual. The Bookstore’s bestselling 

fiction title of 2018 won’t actually be published until later this year, 2019. 

Thanks to pre-orders, the designation goes to Mike Freedman’s King of the 

Mississippi (Hogarth), which the bookstore has sold more than 300 copies

of, and isn’t due to hit shelves until July.

Pre-Orders Make a 2019 Title 

a Houston Indie’s 2018 Bestseller





ABA Book Alert  

bookalert@bookweb.org
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Pre-order Titles for Spring/Summer 2019:

On Sale 
7/3

On Sale 
5/7

On Sale 
5/14

On Sale 
5/28

On Sale 
6/4

On Sale 
3/26

On Sale 
9/10



One Authors Pre-Order Story…





But what can pre-orders do for your bottom line...



Let’s Talk About ABACUS!



ABACUS

ABACUS is a benchmarking tool to help booksellers 

measure profitability against other stores and to analyze 

opportunities for improvement. 



Average Net Sales 100.0% $1,218,151

New Book Sales 74.7% $909,593

Used Book Sales 6.0% $73,089

Remainder Book Sales 1.0% $12,181

Non-Book Sales 18.4% $223,531

Cost of Goods Sold 53.2% $648,300

Gross Margin 46.8% $569,851

Owner Compensation 4.4% $53,842

Wages/Salaries of Employees 16.2% $197,584

Payroll Taxes 2.0% $24,850

Employee Benefits 0.9% $10,720

Payroll Service Cost(s) 0.3% $3,411

Other Payroll Expenses 0.1% $975

Total Payroll 23.9% $291,260

Rent or Rent Value 8.9% $108,172

Repairs and Maintenance 0.6% $7,431

Utilities 1.0% $11,694

Other Occupancy Expenses 0.2% $1,827

Total Occupancy 10.6% $129,246

Advertising and Promotions 1.4% $16,445

Telecommunications 0.7% $8,892

Professional Services 0.9% $10,963

Office Expenses 1.2% $15,105

Depreciation and Amortization 0.8% $9,745

Travel and Entertainment 0.7% $8,283

Business Insurance 0.7% $8,771

Interest Expense 0.5% $5,603

Credit Card Service Charges 2.1% $24,972

Dues and Subscriptions 0.4% $5,238

Freight Out 0.8% $9,502

Miscellaneous Taxes 0.3% $3,167

Web Expenses 0.3% $3,898

Data Processing Expenses 0.3% $4,020

All Other Operating Expenses 1.1% $13,765

Total Operations 12.2% $148,371

Total Expenses 46.7% $568,876

Net Operating Profit 0.1% $1,096

Other Income  0.9% $10,476

Other Expenses 0.1% $1,462

Net Income Before Taxes 0.8% $9,989

Key Drivers for 
Bookstore 

Success



TOP ABACUS LINES:

• Cost of Goods Sold (COGS)

• Gross Margin

• Total Payroll

• Total Occupancy

• Total Operation Costs



Average Net Sales 100.0% $1,218,151

New Book Sales 74.7% $909,593

Used Book Sales 6.0% $73,089

Non-Book Sales 18.4% $223,531

Online Sales 1.1% $1,3400

Cost of Goods Sold 53.2% $648,300

Gross Margin 46.8% $569,851

Total Payroll 23.9% $291,260

Total Occupancy 10.6% $129,246

Total Operations 12.2% $148,371

Net Income Before Taxes 0.8% $9,989

ABACUS – 17: 
Key Drivers to Bookstore Success

(All Respondents)



ABACUS HIGHLIGHTS

NET INCOME BEFORE TAXES (ALL RESPONDENTS)

-1.6%
-2.0%

-1.1% -0.2%

0.5% 0.8%

FY2012 FY2013 FY2014 FY2015 FY2016 FY2017



ABACUS HIGHLIGHTS

Ranked by Net Income Bottom Third Middle Third Top Third

Average Cost of Goods 55.3% 54.6% 49.8%

Average Payroll 27.0% 24.2% 20.6%

Average Occupancy 12.1% 9.6% 10.1%

Average Operations 14.6% 10.8% 11.2%

Average Net Income -7.7% 1.4% 8.8%



New Titles Per Year 800 800

% Pre-Orders 2% 2%

Pre-Order Campaigns per Year 16 16

Sales Per Campaign 8 15

Units Sold 128 240 

Average Sales Price $20 $20 

Gross Margin % 46.8% 46.8% 

Gross Sales $2,560 $4,800 

Gross Margin $1,198 $2,246

Median Sales $535,922.00 $800,000.00 

Key Drivers for 
Bookstore 

SuccessPre-Order 
Campaign 

Assumptions



Update: 
Reporting Pre-Orders
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Bookseller suggested tips for reporting on the on-sale date 
now on BookWeb.org:

Includes tips on capturing and reporting pre-
order sales using the following POS vendors:

• Anthology

• Basil

• Booklog

• IBID/ie

• iMerchant

• Wordstock



Tips for Online 
Marketing 
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Newsletter 
Placement…



…with links 
to website





Social Media Posts 
With Clear Links To Website and Purchasing Options





Highlight Pre-Orders With A Discount Offer



Highlight Pre-Orders With A Party! 



Use Large
Cover Images





Be Mobile Friendly!



Audit Your 
Checkout 
Process



Highlight Pre-Order Swag















Pre-Orders for Author Events  



Pre-Orders for Festivals



Callout Staff 
Picks Pre-Orders 

On-line and…



…in store



Preorder Ribbon: Coming Soon to IndieCommerce



Keep In Mind…

If you usually charge a customer for a pre-order title at the time of 
purchase, make that clear on the Store Policy page.

If you have ARCs for pre-orders, add staff reviews to your website

Create special order statuses for pre-orders. This will help with reporting.

Maximizing & Marketing Pre-Order Sales



In-Store 
Marketing Tips
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Pre-Order Display With Signage 





Use Shelf-Talkers
To Promote 

Pre-Order Titles





New for 2019



Key Takeaways From the 
Pre-Order Task Force



“Signed books and tote bags seemed to be the 
biggest draw, but only if they coincided with 
books that were a good fit with us anyway.”

“If there isn’t an offer with the pre-order we 
definitely will do less of them as it just doesn’t 
seem worth our time.  Exclusive offers do drive 
sales and define our channel’s value for our 
customers.”

“Offering something that really highlighted the 
indie connection was especially good.”

Special Offers



Marketing

“We had the most success with in-store 
promotion of pre-orders (except when authors 
such as Murakami did direct social media shout 
outs.)”

“Direct emails to our customers generated the 
most pre-orders. 

“We loved having multiple images/formats for 
each product. That allowed us to use images in 
different places as well as pick one that seemed 
less corporate than others.  Having some that 
had the offer included was key.”



“We found that we got good click-
throughs in the e-newsletter if we 
did a thin, ad-looking banner rather 
than something larger.  And social 
media posts worked better if we 
took our own photos rather than use 
the more generic publisher assets.”

Marketing

“Having a physical copy of the title 
where customers could see it 
behind the front desk--whether an 
ARC or official non-embargoed 
copy--has led to countless pre-order 
sales for us.”



“Our online orders went up overall during this campaign, 

as did pre-orders for non-promoted books.”

Overall “Overall awareness that pre-ordering from us is even a thing. 

It never occurred to me before that people didn’t realize they 
could! 

Our pre-orders overall have increased, and we as a staff are 
becoming better about encouraging our customers to do so, and 
we are paying attention to the bigger books that might have big 
pre-order potential.

Report Pre-orders on the on-sale date.



“We’ve started keeping a running spreadsheet of 
books we think would be good to feature for pre-
orders.” 

“Now our store is thinking about and paying 
attention to what titles have the potential to have 
decent pre-order sales for us. And we have a plan 
for how we want to promote them.”

“Having the calendar moving forward is a huge 
help. Our most successful titles were ones that 
weren’t in the ABA program (though many of those 
worked well for us).  Meaning, we all can do this 
with the right titles for our stores…”

Identifying Titles with Pre-Order Potential



Challenges and Opportunities

Making sure that all reps understand and communicate clearly about pre-order 
added value items and follow-up to be sure accounts receive what they ordered.

Getting authors to promote pre-ordering from indies will definitely boost pre-order 
sales.

“Navigating number of items per multiple locations including web orders to make sure 
we had enough to cover pre-orders.”

POS systems to create seamless simple ways to ring the pre-
order at time of purchase and then report the sale at the on-
sale date.



“Getting all internal players on board with systems to handle these orders was 
work at first but now is just part of what we do.” 

Laydown dates and enforcement.  Indies need a way to ship books to homes to 
arrive at the on-sale date.

Can IndieCommerce add “Pre-order Now” e-sticker to highlight pre-order titles?



• Pre-order Ads on INL print flyer - Need more submissions

• Calendar of upcoming pre-order titles with added value and digital 
assets (publishers can send to preorders@bookweb.org)

• Communication from publishers to bookstores

• Stock issues

• Working with POS vendors to improve on-sale date reporting

• INL e-newsletter: incorporate Pre-order Ads

• Calculating and reporting demand

• NYT - need help from publishers: advocating for change to reporting

• Shipping to homes for on-sale date delivery

Pre-Order Next Steps



Thank You!

ABACUS and Pre-Orders: 
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