










My dear reader, please do not confuse this model with the end user 
model. Those two are vastly different. Selling online through these 
marketplaces is more of a B2C model, but not B2End User; I have seen 
one online organization do this successfully where they invited IT folks
in school districts, smaller IT firms / Vars, and smaller organizations to 
their website where they sold their equipment, building a loyal end user 
and not consumer base that way. This was truly an awe-inspiring model 
to see. Imagine getting traffic in thousands and tens of thousands of
B2B end users on your website.

Most of what we will be discussing here is B2C.
On average, the B2C model paid about 10-25% higher than brokers; 
however, when youaccount for labor and marketplace fees, selling 
through marketplaces in many cases was a wash, except Amazon.

This knowledge comes from my SAAS eCommerce experience and not 
ITAD. One of the founders of a SaaS company - Hammoq, had a 
$1.4-$2mil annual revenue business where he would buy items from 
recyclers on eBay and sell them on Amazon with an average of 30%
markup. Yup. Amazon pays more than eBay, and the best part is that you 
can use $80-$200/mo software like SellerChamp (decent software for 
the price, occasionally very buggy) and move all your listings from ERP or 
eBay to Amazon.
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One thing to keep in mind is that getting ungated by Amazon is a whole 
other story. What is gating Amazon will not let you sell anything that is 
not owned by your brand specifically unless you provide proof of 
authenticity for each item category. It is tough, but it is worth it.

Specialized Buyers:
Man, I love these guys. I stumbled across them accidentally and am still 
looking for a proper way to name these entities. I know “specialized 
buyers” - very creative. Let’s dive deeper into why these guys are great 
to work with:

One of my big leads was a financial company based out of California 
with over 5,000 employees. I was overjoyed when I saw that lead. It took 
about three months of follow-ups for their Senior Director to finally send 
me a list of networking hardware they were looking to dispose of. 
I received the list, sent it to my downstream guy, and got the number of 
$24,600. I wanted to not be greedy and show the customer that we 
provide an amazing resale value; therefore, I called the customer and 
offered him $19,800. However, my conversation went in an opposite 
direction; rather than being impressed, I got the gut feeling that my 
customer felt insulted. I apologized and asked my customer to give us a 
few more days to reach out to more buyers and create a different offer. 
We had a subscription to a third party that had a list of 278 different 
switches and networking equipment buyers. I know email marketing; 
I am sure you know where this is going.

I emailed everyone introducing ourselves and attaching the list asking 
people to see if they would be interested in purchasing equipment. After 
going back and forth a few times with about 30-40 people - I received 
numerous offers that were close to what I offered to customer. However, 
two offers blew me away - one was for $72,000, and another was for 
$86,000. I was baffled - how could these relatively small companies offer 
such an amazing buyback price? I had to call them and verify that the 
offer was legitimate.
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What I found out pleasantly surprised me… These two switch/networking 
buyers only specialized in networking equipment. They never purchased 
anything else and worked directly with end users, such as school 
districts, to fulfill their needs for networking hardware. They did not have 
a steady demand. However, when they had, they would reach out to 
other recyclers with specific equipment requests that they paid 2x 
higher than anyone. These guys were professionals - they knew how to 
refurbish old switches and troubleshoot and configure them for the 
customer's use. You probably know a few of these “specialized buyers”; 
the ones I have noticed that are more or less common are the ones that 
specialize in Apple products. I don’t think I ever won a single Apple bid 
when I competed against specialized Apple buyers.

These guys offer some of the best pricing for equipment I have ever 
seen. They have strong downstream channels for selling the equipment 
they specialize in.

I offered the client $72,000 and discovered that the winning bid was just 
a bit over $83,000. This is where I learned that if brokers seemed hard to 
beat regarding pricing, these guys were next to impossible. Think about 
how many bids you lost to “apple-only guys.” Do not get discouraged
because you can always get your hands on other equipment the entity 
offers. This is also where you can leverage your certifications, as most 
specialized buyers would have none.
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VARs(Value-Added Resellers) and end users:
These two go hand in hand together. First, let’s dive into end users and 
what makes them so lucrative for our downstream efforts.

A lot of people in ITAD mix things up quite a bit and think that consumers 
who purchase equipment online count as end users. Technically, they 
are right; consumers are the last people to use tech; however, the price 
a consumer and an end-user pay vastly differs. I would define End Users 
as corporate employees with specific software and hardware
requirements for their technology. For example, if you sell laptops to end 
users, you should expect the laptop to be fully operational and loaded 
with Windows. More often than not, you willalso need to image the laptop 
and load it with corporate-specific software before selling it. One of the 
successful ways of finding end users during my six-month research was 
going after companies with a refresh cycle longer than six years. These 
companies are perfect as they do not have the IT budget to upgrade 
frequently, and equipment does tend to break down after 3-4 years of 
continuous use, needing refurbished replacement.

I was able to find most of my end-user sales within school districts. 
However, there are some in manufacturing, construction, and logistics.
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I have seen some successful strategies implemented where ITAD 
organizations would pursue large organizations that refresh their 
hardware every 3-4 years for upstream and organizations that refresh 
their hardware every 6+ years for downstream. Essentially, creating a 
kind of equipment funnel from one organization to another.

VARs come in here perfectly because they deal with clients and end 
users 99% of the time. Another thing about VARs is that they usually 
image and prep equipment themselves before sending it to the end 
user. I believe VARs can also make a great downstream partner because
they pay really well for refurbished equipment while their company takes 
care of etching,imaging, software installation, etc.

The only additional service ITAD company needs to worry about is the 
installation of iOS/Windows.
Earlier in this chapter, I presented examples of around 200 Lenovo T450 
laptops in great condition and their pricing based on what different 
downstream vendors would pay. I was very interested in how big of a 
difference we can make with pricing. Therefore, I challenged myself to
see what best value we could bring to those laptops.

after reaching out to all of our laptop buyers, end users, vars, etc. The 
pricing I got at the end completely blew me away. 

Types of Buyers            Pricing Strength   Margin Profits   Example T450

Recyclers     *    30-50%    $90.00

Brokers      **    10-15%    $120.00

Online / Retail / B2C   ***    15-30%    $150.00

Specialized Buyers   ****    50-200%   $200.00

VARs (End user sales)   ****    50-100%    $350.00

End User      *****       $550.00
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While getting some great offers, even from specialized buyers, I saw
an email from VAR asking for more details about laptops. After a quick 
conversation, VAR sales rep contacted a customer with specs and 
processes and got the green light. We decided that our company would 
load Windows software on all laptops, and their organization would take
care of imaging.

After we got Windows loaded and shipped laptops - VAR paid us $350 
per laptop, and the sales rep told me that he sold it to a client for $550 
after imaging them. The pricing went from $90 to $550 for the same 
product, isn’t it something…

Most ITAD organizations focus their downstream efforts on the top 3 
categories, and rightfully so, those have a steady demand for their 
equipment. Specialized Buyers and End Users pay significantly more, but 
with them, it is all about timing and special requirements.

Downstream Audit:
The last thing I want to mention is the importance of auditing your 
downstream occasionally. 

The problem with the downstream market is that it is ever-changing, 
and prices fluctuate quite a bit. ITAD companies tend to resell equip-
ment well in 2-3 categories and are usually on par or behind with the 
other categories of equipment. The problem here is that most of the 
time, people do not know what their blind spots are when it comes to 
downstream. Even on the equipment, they think they sell well. Other or-
ganizations usually try to capitalize on that. Consider how many brokers 
and other buyers constantly reach out to you with specific 
requests, trying to buy your equipment.
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To further assist the clients I consult, we decided to do a full downstream 
audit for 2 of my clients a few years ago. It was a complete double 
blind/anonymous audit where I was checking pricing strength for two of 
my clients. It turned out that they both had their strengths and 
weaknesses in different categories and had blind spots in their pricing 
that they were unaware of.
If you have a trusted partner or two, I recommend doing a full 
downstream audit to understand your blind spots better. Knowing that 
you are a downstream price leader in certain categories can open many 
doors to many bids and contracts. Upstream and Downstream are two 
ends of the same coin; one cannot function without the other.

Logistics:
This Chapter aims to show you a basic formula that white glove 
companies use and how you can break and manipulate it.

Logistics… is a necessary evil; there is no going around it. Or is it?
Dear reader, I understand. Nothing is more disheartening than pursuing 
1 of Fortune 100 accounts for months on end only to get a test pickup ten 
states apart that’s worth $2,500 only. You know the saying time kills all 
deals; quite frankly, I do not think ITAD has an issue with that (some 
contracts took over 14 months to finalize). I believe in ITAD, it's logistics 
that kills all deals.
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As a sales rep trying to secure large contracts and working out of the 
only facility in Arizona, I understand your pain. I had to work mental 
gymnastics to make some projects and contracts cost-neutral or to see 
any return. The only reliable way to consistently come out ahead or
neutral when dealing with logistics was through a. Local movers, b. Other 
ITAD partners.
However, I believe I need to dive a bit deeper before we can review those 
two options. Let me paint a big picture of logistics and their little dirty 
secrets before we jump into improving it. I had three separate 
occurrences that changed my thinking completely when it came to 
logistics.

My first occurrence was when we 
asked for a quote from one trusted 
vendor and received a number that 
was ultimately outside their normal 
pickup range. The quote was 
$4,800, $2,000above their average 
quotes for a similar distance. What 
got me very curious was why 
thisparticular project that was 
located in a major city with no 
special restrictions cost an extra 
$2,000. I called their team and 
heard the usual “request is too 
urgent,” “the team is fully booked 
and has to make extra hours”, etc. 
none of the reasons for the extra charge made sense to me, and I was 
able to find out the reasons why some of the quotes by these “white 
glove logistics companies” vary so much only about a year later. We 
sent out a request for a quote to another four logistics vendors, and one 
of the quotes was $3,200, which we accepted. I was inquisitive at this 
point.

1. Using multiple vendors to send RFQs.
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A year later, one of my good acquaintances quit working for one of these 
logistics companies and created his own. His business model was 
nothing special - find reliable local companies, get a quote from them, 
mark it up, and add LTL freight cost to the final quote. However, he used
his former employer and competitors on the projects where he did not 
have any local presence and was pressed for time.

This makes sense. When we do not have a local presence, and the 
project is not very valuable, we usually try to find a local partner to take 
care of it. Well, logistics companies do the same! Not all the time, and not 
all companies do that, but this was a bit of an eye-opener for me.

2. The Flip Flops…

How do I put this…
I helped one of my ITAD customers I consulted to close the annual 
contract with one of the biggest manufacturers in the United States. 
I was overjoyed; the company size, IT Budget, and financials looked 
amazing. The joy did not last very long because we had an agitated 
customer calling our sales rep on their second pickup and telling him 
that the guys who showed up for the second pickup had a small pickup 
truck and were in flip-flops. He told us that he could not send the 
equipment to them and asked for another pickup service. Our “white 
glove” logistics vendor was baffled and kept repeating sorry over and 
over. The excuse this time was that they never used that vendor before 
and they would discontinue using him in the future. This got me curious 
again. The company that charges an arm and a leg for their logistics
services had to find a local mover and arrange a pickup at the last 
minute. The question was why we paid such high markups for the 
companies only to find someone local at the last minute.
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3. Hiring a moving company.

My client was overjoyed he finally got a lead with a massive publisher 
who needed his services in one of their offices on the East Coast. 
Problem - my client was located in good old Texas; the equipment value 
was estimated to be $6,500, while the white glove pickup cost was close 
to $5,600. The problem was that after all auditing and data destruction 
fees, there would not be any value left for the customer, making my 
client look like just any other ITAD provider (the client was very interested 
in the possibility of resale value or at least a net zero cost solution).
We emailed multiple white glove vendors, called in a few favors, and 
could not lower the transportation cost below $4,500. The deadline for 
the pickup was getting close, and we started getting desperate. At that 
time, we looked up every moving company, their websites, and their
trucks and narrowed it down to the top 3 solutions providers who also 
served businesses. The one we liked was in the middle of the road 
between the two and cost us $1,440 to come in, wrap and palletize the 
equipment, and station 4 pallets for two days at their warehouse. The LTL 
for four pallets from NJ to TX cost us just a bit over $1,600, just a bit under 
$3,100. Almost half of the initial quote. Guys, we were desperate and 
spent a day and a half vetting vendors, but the end quote surprised me.
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So basically, we have a straightforward formula for transportation here:

In our case it “white glove” pickup quotes looked like
 ($1,440 + $1,600) + ($2500) = $5,600
 ($1,440 + $1,600) + ($1400) = $4,500

What we did is simplify formula a little bit:
 Local Company + LTL Freight = WhiteGlove pickup
 $1,440 +$1,600 = $3,100

I certainly would not recommend using moving companies as a means 
of your 100% transportation, but that is literally what other companies 
that we hire to use in a crutch. With proper vetting and insurance, this 
can alleviate some of the bloated logistics costs. As a thank you for 
taking such good care of my customers, I would like to include this:

If you are looking for some of the most reliable local white glove pickup 
services in CA, I would certainly recommend John Holland 
john@fastforwardlax.com (951)249-5523 he handled my top customers 
and my client’s customers for over five years servicing from LA to San 
Diego.

Local company

WhiteGlove pickup

LTL Freight white glove+ +
=
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One thing to keep in mind is that getting ungated by Amazon is a whole 
other story. What is gating Amazon will not let you sell anything that is 
not owned by your brand specifically unless you provide proof of 
authenticity for each item category. It is tough, but it is worth it.

Specialized Buyers:
Man, I love these guys. I stumbled across them accidentally and am still 
looking for a proper way to name these entities. I know “specialized 
buyers” - very creative. Let’s dive deeper into why these guys are great 
to work with:

One of my big leads was a financial company based out of California 
with over 5,000 employees. I was overjoyed when I saw that lead. It took 
about three months of follow-ups for their Senior Director to finally send 
me a list of networking hardware they were looking to dispose of. 
I received the list, sent it to my downstream guy, and got the number of 
$24,600. I wanted to not be greedy and show the customer that we 
provide an amazing resale value; therefore, I called the customer and 
offered him $19,800. However, my conversation went in an opposite 
direction; rather than being impressed, I got the gut feeling that my 
customer felt insulted. I apologized and asked my customer to give us a 
few more days to reach out to more buyers and create a different offer. 
We had a subscription to a third party that had a list of 278 different 
switches and networking equipment buyers. I know email marketing; 
I am sure you know where this is going.

I emailed everyone introducing ourselves and attaching the list asking 
people to see if they would be interested in purchasing equipment. After 
going back and forth a few times with about 30-40 people - I received 
numerous offers that were close to what I offered to customer. However, 
two offers blew me away - one was for $72,000, and another was for 
$86,000. I was baffled - how could these relatively small companies offer 
such an amazing buyback price? I had to call them and verify that the 
offer was legitimate.
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Final Thoughts and About us:

My dear reader, I hope you enjoyed this book and hope you found some 
excellent tips and tricks helpful. It was an absolute joy writing it. Please 
stay tuned for our next book, ITAD: Advanced Digital Marketing and Sales 
Tactics, that we are considering releasing next year. We are running a 
few tests this year, including ads and PR, and we are revisiting the entire 
B2B model. I would be thrilled to report my findings in the next book.

To give you a quick look into what we are experimenting with this year AI 
for lead and content generation, Paid Media Ads, PR, spinning templates, 
AI for performance enhancement and template testing, CRM 
automation, and customer journey. Stay tuned because the next book 
will cover a lot of advanced tactics and strategies we are testing this 
year.

I would like to take a moment and talk about how we created a digital 
agency that is dedicated explicitly to scaling ITAD businesses.

There are two main challenges when scaling your first ITAD facility:
1. Lack of leads
2. Logistics:

After doing ITAD upstream sales for years, I understand your pain, 
especially when the times get lean. We are looking to onboard 7 more US 
and 12 EU based companies to set up an accelerator program to 
combat that. Our accelerator program is designed with a s
traightforward goal - to deliver at least 20-40 exclusive enterprise/ 
partner leads per month to our clients and build strong logistical support 
for everybody.
I believe you are already familiar with the lead generation process that 
we are going to set up for our customers by reading Chapter 2. However, 
as a complimentary service, we will also add AI lead generation and 
spinning templates, as they yielded excellent test results for us so far
this year.
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For logistical support, we will be setting up agreements with local 
moving/transportation companies that can handle ITAD in all major 
cities and sharing their contact information with the accelerator group. 
We plan to cover 20-50% of US-based logistical support by end-Q3 and
100% for all major cities by the end of Q4 2024. Then, replicate a similar 
process in Europe and work on accelerator partnerships in 2025.

We worked with smaller ITAD companies under $10m in revenue and a 
few midsize companies with $30m+. We are a performance-based ITAD 
Digital Agency where we charge per meeting (targeted account showed 
up). Therefore it makes us pretty agnostic on working with larger or
smaller companies.

Since we can generate a finite amount of leads, we can only work with a 
limited number of companies across the US and EU.

I am sorry, dear reader, this is not a sales tactic; please understand that 
we can’t possibly provide the same level of service to all 768 R2 ITAD 
organizations in the US. There are simply not enough leads that we can 
generate to service all 768 organizations. Therefore, we have to be 
selective. That's why we are looking for only seven more companies that 
service US ITAD and 12 more for Europe this year, and then we are looking 
to move to Asia and South America. We had to turn down a very lucrative 
offer from one of the top ITAD providers in the US because they wanted 
us to sign a non-compete and kick our existing customers to the curb. 

We do not operate that way and will not fire our loyal customers in favor 
of new, shiny things. That’swhy we are not focusing on working with the 
biggest ITAD companies. Believe it or not, we focus on the people we 
work for. We want to work with open-minded, fast decision-makers, 
flexible and punctual clients. From our experience, the feedback, testing, 
templates, and the entire setup need to be operated on quickly for the 
first 1-2 months.
We are a small but mighty digital marketing agency that does not have 
time to waste. If you are in an ITAD organization that can use services like 
ours, you have clear goals and vision, and you can dedicate the 
necessary time and energy - then we would like to hear from you.
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Email me with the subject: Looking for ITAD Digital Marketing consultation
to vladimir@nextus.ai.

This will be an actual consultation call to see if we are a good fit for each 
other. I promise I will try to sell you or torture you with “What keeps you up 
at night?” questions; this will be a simple  call discussing different 
strategies for your ITAD business that worked in the digital marketing.

My dear reader, thank you for reading this book. From the bottom of our 
hearts, we wish you wealth, health, and a bit of luck this year.

From Russia with love
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