Tomorrow Sleep: Disrupting the
Mattress Market From SO to S60M in
One Year

A Case Study in Direct-to-Consumer Innovation by Serta Simmons

Overview

Tomorrow Sleep was Serta Simmons Bedding’s bold foray into the direct-to-consumer
(DTC) market. Launched in 2017, the brand combined Serta’s decades of sleep science with
Silicon Valley-style execution. In just 12 months, Tomorrow Sleep generated $60 million in
revenue, disrupting the mattress industry with a modern product, a seamless eCommerce
experience, and a data-driven growth strategy. The company was later acquired by Tuft &
Needle in a strategic consolidation move, marking a pivotal chapter in the evolution of sleep
tech and DTC retail.

Challenge

The traditional mattress market was bloated with middlemen, confusing pricing, and
outdated shopping experiences. While Serta Simmons held deep manufacturing expertise, it
lacked a modern, agile brand to compete with rising DTC disruptors like Casper and Purple.

Key Problems:

e - No DTC presence in an increasingly online-first consumer space
e - Aneed to differentiate in a noisy, commoditized mattress market
e - Lagging digital and mobile UX compared to emerging startups

Approach

Tomorrow Sleep was built from the ground up as a startup within an enterprise. With a
small, agile team spanning UX, engineering, branding, and operations, the initiative moved
fast to avoid the red tape of legacy systems.

Strategy Pillars:

e - Brand from scratch: Create a clean, modern identity built around real sleep science

e - Full-stack eCommerce: Develop a scalable DTC website with frictionless checkout and
mobile-first UX

e - Test, iterate, scale: Launch with a minimal viable product (MVP) and scale based on
user feedback and analytics



UX & Product Design

User-Centered Design

The entire experience was built around transparency, simplicity, and trust:
- Mattress comparison tools

- Modular PDP layouts for bundling (mattress, sheets, pillows, etc.)

- 100-night trial and seamless returns

Conversion-Driven Interface

- Optimized checkout funnel: 4 steps, minimal inputs, high conversion

- Smart upsells and cross-sells using heatmaps and behavior tracking

- GA4 and ContentSquare integrated for deep UX testing and path analysis

Marketing & Growth

Tomorrow Sleep launched with a full-funnel digital marketing strategy:

- Social and influencer marketing with sleep scientists and wellness leaders
- National TV ads and programmatic display campaigns

- Retargeting and paid search optimized daily through real-time A/B tests

Highlight:

e - Built a Sleep Tracker web app that offered personalized tips and drove engagement
beyond the transaction

Outcomes

$0 to $60M in sales within 12 months

Top-rated DTC sleep product across Amazon, Google, and mattress review sites
Acquired by Tuft & Needle in a strategic move to consolidate talent, technology, and
market share

Why It Worked

- Speed: Lean team, weekly sprints, data-led decisions

- Differentiation: Sleep science + sleek UX = trust and credibility

- Seamless journey: From ad click to product delivery, every touchpoint was obsessively
crafted

Reflection

Tomorrow Sleep proved that legacy brands can disrupt themselves—if they move with
intention, empower agile teams, and stay user-obsessed. Its success remains a blueprint for



how traditional manufacturers can compete in the DTC era by thinking like a startup and
executing like a seasoned brand.
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