Director’s Guide

Metrics that matter
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Facts do not
cease to exist
because they
are ignored.
Aldous Huxley
Author
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Why read this guide?
This guide will help you explore how to manage
metrics in the modern marketing environment.
We set out methodologies for ensuring
only the right marketing and sales
metrics get measured. We also explain
how you can communicate past
and present results alongside future
forecasts in a way that is meaningful
across the business.

Ultimately, you’ll be equipped to
provide effective, practical support
that drives business growth.
And yes, answer even the toughest
questions put to you by the board.

Information is the oil
of the 21st century,
and analytics is the
combustion engine.
Peter Sondergaard
Gartner Analyst
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1. Introduction
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In life, we value
that which we can
easily measure,
we should first
decide what we
value and then
work out how best
to measure it.

The challenges of
measuring the right things
Marketing is essential for businesses to ensure growth, sustainability
and to build value. In an increasingly complex landscape of
marketing technologies and business information systems there’s
even greater demand to deliver answers to the board.
Those marketers that can track
marketing activity right through
to business performance will be
those that excel. They’ll make better
business decisions enabling actions
that lead to more profitable, long
lasting business.
To ensure this guide gives the best
value, we explore the questions that
need to be asked, and define the

–5–

sales and marketing metrics that
need to measured. We’ll also examine
the impact of past performance,
current performance indicators and
implementing future forecasting.
In life, we value that which we can
easily measure, we should first decide
what we value and then work out how
best to measure it. Marketing metrics
should be no different.

Identifying the
key metrics that
affect business
performance and
being able to
provide business
insights is tough.

Changing times,
challenging times
With ballooning digital marketing opportunities requiring highly
specialised disciplines working across multiple touches and
multiple channels, it is possible to measure and report on an
ever growing data set and number of metrics.
Working out the right metrics
through the vast array of website
visits, favourites, shares and content
downloads isn’t easy. Making sense
of these, identifying the key metrics
that affect business performance
and being able to provide business
insights is tough.
So, where to start?
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Approaching marketing metrics
from a business perspective
Marketing metrics have to be meaningful to make a difference
to the bottom line. Whilst most marketers focus on measuring
marketing activity, there needs to be shift in approach where
marketing focuses on return.
Focusing on the return gleaned
from marketing activity, changes the
questions that are asked and in turn,
the answers that follow.
The questions that should be asked
include those around sales targets,
pipeline forecasting, test budgets,
and customer profitability, but more
importantly the questions should
look at marketing’s impact on these
elements.
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By looking deeper than just marketing
metrics and into the business metrics,
you get a more detailed, and bigger
picture – and one that the board will
understand.
So, what are the questions?

So, how can you
shift your thinking
and reporting to
deliver what the
board needs?

The questions that matter
Most senior business people don’t care too much about what you’ve
done. They care about the results. They don’t want to know how many
blog posts you’ve written or website visitors have downloaded your
content. Instead, they want to know how it impacts the bottom-line.
TYPICAL QUESTIONS MIGHT BE:

> How are we doing against target

across the whole pipeline, do I have
enough leads, proposals and closing
opportunities to achieve our targets in
the next few quarters?

> Where do we need to focus our effort
to achieve targets in the next few
quarters?

> If we had 10% more investment or

budget what should I do with it, how
much more business could I generate
and when?

> Which areas of my marketing are
generating long term profitable
business?
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> Where should I focus to improve my

existing marketing and how should I
measure this?

> Do I have the marketing data and

answers to back up my position,
reasons for present performance and
future predictions?

> What is marketing’s impact on sales?
The difference is stark – moving
from actions and activity to deeper
questions about the impact of
marketing.

2. Taking stock:
what’s required
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Money coming in
says I’ve made the
right marketing
decisions.
Adam Osborne
Author
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Taking stock
To make improvements in marketing programs and ultimately
achieve business objectives, your marketing requires analysis
of the past, measuring present activity and predicting the future.
Measuring the performance of your
marketing will improve your credibility
but is likely to lead to meetings
with senior management where the
pressure is on and tough questions
will be asked. There can be no hiding
behind brand awareness, ineffective
systems, levels of activity or soft
irrelevant metrics.

Targets set
benchmarks
across the whole
marketing and
sales cycle and
will inform if
future activity
is on course
to achieve the
wider business
objectives.
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Looking back: past performance
Understanding the past will allow the business to accept
where they have come from and define key baseline metrics
(conversion rates, time-to-sales, etc.)
The past can then be used for
comparison against present and future
performance providing insight into the
most profitable business units as well
as the areas of marketing that are, and
are not, working.

Past performance can also be used
to build targets for the coming year.
These targets set benchmarks across
the whole marketing and sales cycle
and will inform if future activity is on
course to achieve the wider business
objectives.

Monitoring present
performance
will ensure that
you’re able to take
appropriate action
when and where
issues arise.

What’s happening ‘now’:
present performance
Measuring present performance across the sales programmes
and marketing campaigns will identify gaps in pipeline or areas
of marketing that are not performing.
Data gathered should look at static
points in time, such as month-onmonth, but also show the rate of
change, such as conversion rates
between stages or pipeline movement
by number of opportunities, value or
loss.
Monitoring present performance
will ensure that you’re able to take
appropriate action when and where
issues arise.
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You can provide
insightful
information to
the board, and
present the case
for strategic
adjustments
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Looking forward: future performance
Whilst most businesses measure forecasted activity, it’s often based
on rough data and gut feeling. That’s why basing future predictions
on a financial model can provide a more accurate forecast.
By using a model, the prediction of
future sales, based on current position
and past conversion performance
allows you to identify if the business is
on track, quickly and accurately.

Then, taking a snapshot by product,
business unit or type of activity, you
can provide insightful information
to the board, and present the case
for strategic adjustments such as
staffing levels that might be required
due to an unanticipated change,
likewise, marketing budgets can be
readdressed too.

3. Planning ahead:
what to measure
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Considering
primary
business metrics
alongside sales
and marketing
performance
metrics is
essential.

– 15 –

Planning what to measure
There are many possible metrics to measure – a good rule of
thumb is to only measure what is valuable or will provide insight.
For many marketers this is a shift
away from reporting on activity (what
we have done) to focusing on the
behaviours exhibited by those that
engage with us, and their potential
value. Therefore, considering primary
business metrics alongside sales
and marketing performance metrics
is essential.

One way to choose the right metrics
is to ask the following questions in
relation to the metrics you’d like to
track:
> Are changes in these metrics
relevant to business performance?
> Will they give insight into what
we need to change to affect
business performance?

Not everything
that can be
counted counts,
and not
everything that
counts can be
counted.
Albert Einstein
Physicist
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Business metrics explored
Primary business metrics are aligned to your business goals.
Ultimately, these measures will be highly relevant to the board
and in part, to the sales team.
There are hundreds of metrics that
can be measured, so rather than
measuring for measuring sakes,
prioritise those that are of most value
to your business.

All of the potential metrics you
determine as relevant could also
be split out by product, lead
source, business unit or geography,
depending on the size and complexity
of your business.

The board are
more interested
in profit and
delivering
shareholder value,
so you need to
explore metrics
that support the
delivery of these.
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Sales and marketing metrics
Whilst sales and marketing metrics are critically important, these
types of metrics won’t be as interesting to the board.
How many emails have been sent, or
website visits achieved doesn’t matter.
The board are more interested in profit
and delivering shareholder value,
so you need to explore metrics that
support the delivery of these.

On a day-to-day level, you also
need metrics to demonstrate that
campaigns are delivering as intended.
These are key indicators of marketing
performance and should allow you to
identify reasons for performance that
is above or below target.

Sales and marketing metrics
Typical marketing and sales metrics.
MARKETING

> Website traffic
> Volume of conversions
> Lead quality (the % of leads
that meet MQL criteria)

>

Social reach and social lead
conversion

> Campaign pipeline contribution
> Number of contacts
> Conversation rates
e.g. MQL to SQL

> Cost per lead
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SALES STAGES

>
>
>
>
>
>

Sales stage conversion rates
Pipeline by sales stage
Number of stagnant opportunities
Cost per new customer acquisition
Deal size versus target
Sales to existing customers
versus new customers

It’s important to
graphically represent
performance so the
wider business can
quickly understand
both the current
picture and the
dynamic changes
and trends.
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The types of metrics
The metrics you measure should be presented in different ways,
so that insight can be gained. It’s not as simple as whipping out
an Excel spreadsheet and showing tables.
It’s important to graphically represent
performance so the wider business
can quickly understand both the
current picture and the dynamic
changes and trends.

Metrics can also be presented
as complete metrics that look at
the overall picture such as overall
conversion metrics and total
time-to-sale.

How you present the information
makes a dramatic difference to the
meaning. Typically, there are static
metrics which show a snapshot over
time, and dynamic metrics which
show change, flow or velocity of a
particular activity.

Finally, metrics can also be looked
at by investment – tracking the
performance of the business or the
lead by the investment required. This
enables the quick comparison of
different sources.

The importance of trends
Reviewing your static, dynamic and overall metrics
as they change can show trends or opportunities.
Trends should also track against
average performance, targets and
even last year’s performance to
identify seasonal changes or just how
far the business has grown in the last
year.
The insight is only possible through
careful analysis of the data, and
insight is far easier to provide if
viewed as trends and graphs.
So, how do you set it up?
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Consider what
needs to be
measured, and
how it will be
measured, in the
context of your
business?

What needs to be measured?
Before starting out just measuring anything, it’s best to take a step
back and consider what needs to be measured, and how it will be
measured, in the context of your business. The following 10 step
process outlines how to do this.
1

Define primary business metrics.
Limit the number of metrics to 3-5
really good ones if possible:
> Profitable business by source
> Related revenue vs new sales
> Cost per aquisition
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2 Define sales and marketing
activity. Identify each type of activity
you’re doing (e.g. trade shows,
website leads, email campaigns,
social leads, or media campaigns).
Then determine which elements
span across multiple channels,
such as content production.

What needs to be measured?
3 Map out the sales and marketing
cycle. Map as a whole rather than
by channel, review its performance
stage-by-stage and the associated
costs.
Contacts
Leads
Sales Accepted
Leads
Opportunities
Proposals
Sales

4 Identify secondary marketing
metrics by channel. Map these
out against your marketing and
sales cycle to identify the marketing
metrics required to achieve the
target, then set your goals.
TRADESHOWS
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Contacts

Leads

Opps

Current year

362

120

30

Last year

302

157

27

5 Identify sources of data. The data
will come from disparate sources
such as your analytics platform,
CRM or marketing automation
system. So identify what data,
which format and the frequency
it’s required.
6 How often will you measure?
Determine when and how you will
need to measure each metric.

What needs to be measured?
7 Model your existing marketing.
This allows you to define
benchmarks across your sales
cycle for each channel. There will
be gaps, so you may need to
make assumptions.
WEBSITE LEADS

Traffic

Leads

Opps

Sales

# per month

10,062

60

10

3

8 Identify gaps in tracking or
measurement. Work out where
gaps lie in the tracking process
such as what is not being
measured or is very difficult to
measure.
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9 Identify processes or systems
required to track. Work with the
sales team (and possibly IT) to fill
the gaps using marketing
automation or system integration.
10 Manage change. To make this

work, you’re going to need to
manage change within the
business. New tasks need
delegating and new processes
set, both automated and human.

Try not to measure
everything, or
the project will
become too large.
Start small.
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Ensuring success
TIP: Try not to measure everything,
or the project will become too large.
Start small and if successful, then the
questions asked next will determine
the more detailed metrics required at
the next stage. You can always build
out the reporting process, rather than
over-complicating it to begin with.

TIP: Identify what you want to
measure and why, before launching
into a new system or methodology. It
might be that the system you have in
place doesn’t allow you to measure a
particular metric, so check first.

4. The challenge
of attribution
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There are many
ways to monitor
your marketing
impact and
businesses need
to decide which
model makes
most sense for
their business.
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Which attribution model?
There are many ways to monitor your marketing impact and the
type of attribution you choose will vary greatly on which model
is relevant to your business.
When it comes to attribution, the key
methods you could consider are:
Last-touch attribution
This is the last point of marketing that
drove the desired action, for example,
where a form has been completed
from someone that came from a
pay-per-click ad. They may have
visited the website several times and
clicked through from various paid or
other online sources previously, but
ultimately, their last visit came from a
pay-per-click ad.

First-touch attribution
This is the marketing that caused the
prospect to become interested in your
product or service, regardless how
many times they came back to the
website and filled in a form. You would
always take the first source as the
attribution.
Multi-touch attribution
This considers which marketing
activity had the biggest impact overall
in causing the prospect to move from
one stage to the next.

Considerations with attribution
It’s not a perfect science. Having made some assumptions, there
will be considerations with the choice of attribution model you choose.
> Linking unknown contacts with
known contacts is something that
the marketing automation platforms
do well, but it’s not always 100%
accurate.
> First-touch attribution is tricky if
you sell multiple products or if an
initial contact was a long period
before the contact became an
opportunity. Which was the touch
that really drove the initial
awareness or product interest?
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> If you’re using last-touch attribution,
it’s likely that your conversions have
interacted with your marketing
efforts elsewhere, but you didn’t
know. They may have visited your
website through organic search,
later clicked on social media and
they may also have downloaded a
piece of content. So where should
the glory lie?
For now, just track what is possible.
If this requires only looking at last
interaction, then make assumptions
for what happened before conversion.

5. Understanding
past performance
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Past performance
gives you a baseline
on which to assess
performance, and
more importantly,
the power to
change or adapt
programmes swiftly
in the case of
underperformance.

Know what has gone before
By understanding what’s happened in the past, you can create
benchmarks for future performance. With the performance tracked
and documented, it becomes possible to model future outcomes
and provide accurate forecasts for the senior management team.
Past performance gives you a baseline
on which to assess performance, and
more importantly, the power to change
or adapt programmes swiftly in the
case of underperformance.
PERFORMANCE
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Leads/mth

Opps/mth

Sales/mth

Current year

120

18

4

Last year

106

20

5

What’s more, knowing what has gone
before will provide you with insight into
the behaviour of your own pipeline
allowing you to determine the best
way to model activity.

Analyse past activity: pipeline metrics
Start with your conversion data and work backwards. Using
historical data from your CRM, analytics system or marketing
automation platform, you can start to model your sales and
marketing cycle effectively.
How far back?
The exact periods over which you
model will depend on your sales
cycle. If the typical cycle from lead
capture to sale is 6 months, then take
at least three times the sales cycle
duration (if possible). The longer
the timeline, the more accurate the
baseline.
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However, a word of caution,
businesses change quickly. If you
go too far back you might be looking
at very different products or models
that are no longer relevant; both can
distort the sales and marketing model.

Analyse past activity:
pipeline metrics
NQL NURTURE

DEMAND GEN

Conversion rates

20%

50%

SALES

34%

Stages

KNOWN NAMES

LEADS

OPPORTUNITIES

SALES

3500

700

350

120

Demand gen budget

£125,000

Demand gen per contact

£35/name

£178/lead

£358/opp

£1040/new customer

Average cycle time

4 months

8 months

12 months
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SQL

Analyse past activity: pipeline metrics
The ideal scenario is to have a good history of performance.
We’re looking to establish benchmarks
for conversion at each of the stages a
lead goes through:
>
>
>
>

Unknown Visitor to Contact
Contact to Lead
Lead to Marketing Qualified Lead
Marketing Qualified Lead to Sales
Qualified Lead (Opportunity)

> Opportunity to Customer
Sometimes, it’s only possible to track
marketing leads to opportunities.
If this is the case, use an overall
conversion rate as a bench line as you
start to model out the performance.
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Once the cycle is understood it’s time
to analyse each stage in more detail,
focusing on the following:
>
>
>
>

Conversion rates
Time to conversion
Average value of conversion
Cost per conversion

These metrics will show which
channels are the most effective
and can be used as a benchmark
for future activity. The level of
detail required will depend on your
business.

You’re only as
good as your data,
and if the data isn’t
captured or input
accurately, then
there will be flaws
in the model.

Considerations with past performance
You’re only as good as your data, and if the data isn’t captured
or input accurately, then there will be flaws in the model.
Typical areas that usually present
issues are:
> Lead source may not be included
or is inaccurate.

> Some channels may have little or no

data because they’re hard to track at
the current time.

> Sales cycles are not linear. It’s more

likely to be lumpy with opportunities
entering at different stages and
moving in and out. There will be some
outliers, opportunities that are won in
a very short space of time or take
years to be won.
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> There will be opportunities that have

not closed yet, and opportunities that
are dormant.

> Some opportunities may not have a

value associated with them, deflating
likely pipeline at the stage.

> Sales cycles are so long it can be

difficult to know exactly what impacted
the initial engagement or the final sale.

Analyse past activity:
ROI and marketing return
ROI calculations are an excellent measure of the impact of
marketing. They can be relatively straightforward but some
consideration should be made for each business and their
sales and marketing process.
RETURN ON MARKETING
INVESTMENT (ROMI)
Return on marketing investment (ROMI)
is the profit generated by marketing
(excluding marketing expenses), divided
by the marketing ‘invested’ or risked.

ROMI

= (REVENUE FROM NEW SALES) x (% GROSS PROFIT) – (MARKETING COST)

(MARKETING COST)
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Whichever ROI
calculations
you use, the key
is to see it as
a measure for
comparison rather
than an absolute.

Analyse past activity:
ROI and marketing return
Depending on the business, the
calculation could also include sales
costs associated with the campaign
(return on marketing and sales
investment).
It’s also possible to consider long term
effects that are less tangible, including
potential business generated through
brand awareness, or prospects that
have not yet converted.

– 35 –

Whichever ROI calculations you use,
the key is to see it as a measure for
comparison rather than an absolute.
It is useful in understanding the
effectiveness of a campaign or
channel relative to other sources of
business or campaigns.

ROMI: a worked example
A new campaign is carried out for a
high-end ERP system. The campaign
creates 60 new opportunities leading
to 20 new sales and total sales of £500k.
Profit margin on the ERP products
division over the period was 20%.
Demand generation cost for the
campaign was £50k and included
all media, content and staff costs.
ROMI

= (£500,000 X 0.20) – (£50,000)

(£50,000)

= (£100,000) – (£50,000)
(£50,000)

= (1:1)
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For every £1 spent on the marketing
campaign it generated £1 of profit.
On face value one might consider
this a poor result, but this case does
not consider the lifetime value of the
customer, churn rate or even indirect
sales that could be attributed, and the
campaign could have generated new
prospects that have not converted yet.

The depth
that you go to
depends on the
complexity of
your business
and how the
organisation
measures
performance.

Analyse past activity: ROI considerations
Whilst ROI looks fairly straightforward, there are more complex
elements that could be included as part of the calculation. The
depth that you go to depends on the complexity of your business
and how the organisation measures performance.
In this instance, it would be worth
working closely with the Head of
Marketing and Finance Director
or CFO to ascertain the best
methodologies for reporting.

MORE COMPLEX ROI CALCULATIONS
COULD CONSIDER:

> The lifetime value of customers
> Current opportunities that are not
closed yet

> Potential leads in the cycle that are not
yet at an opportunity stage (based on
your known conversion rate from lead
to opportunity)

If you include these, the methodologies
used must also marry up with how the
organisation reports on them.
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ROI calculations: some considerations
> The B2B sales cycle is typically
long and during that time,
marketing activity may vary. It can
be difficult to marry up activity
with sales in a period. Therefore
choose a set period in time, for
example, 6 months of marketing
spend, then track all opportunities
generated over that period until
they are won or lost.
> Campaign costs can be front
loaded and it can take months
or even years to determine the
exact ROI. You will need to
analyse each channel to
understand what time period
is appropriate.
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> Considering profit is excellent
for the board, but requires the
business to be able to split costs
or profits into many buckets or
by opportunity won. You could
consider revenue return on
investment as a much simpler,
less complex measure.
> Gross profit can vary for each
channel or product. It may be
necessary to use gross profit
figures related to different
products or channels to get a
true reflection of ROI.

What gets
measured,
gets managed.
Peter Drucker
Management Consultant

Identify the gaps in tracking
Once key channels and metrics have been fully understood
and the past analysed, it is inevitable that gaps in tracking or
measurement will be identified. These will need to be tackled.
COMMON CHALLENGES:

> Human error with data input into

> Content distribution across multiple

> Lead source not being tracked

> Campaigns with multiple touch points

> Offline activities such as PR, brand

> Social media impact

the CRM

properly (or the tracking breaking)
awareness or direct mail

> Inbound calls
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channels

(DM, email, telesales)

> Long sales cycles, with multiple touch
points

Research systems: tracking
and measurement solutions
With a clear view of what needs to be measured and the reason
you want to measure it, the correct systems can be put in place
to help you deliver it.
There are multiple IP tracking, phone
tracking, marketing automation, CRM
systems and social media reporting
tools available. Through research you
will be able to identify those that best
meet your needs and how they might
work together.
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Considerations with tools
Some solutions to tracking issues that
you might want to consider are:
> Marketing automation systems
allow user data to be tracked
(assuming the individual is using
the same IP address each time)
from unknown visitor to known
contact, but not all report in a way
that is useful. Sometimes there are
issues with passing source data
through iframes, embedded forms
and APIs. Marketing automation
systems are essential for multitouch tracking though.
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> Google Analytics source data
can be pushed into your CRM
when a form is completed. Google
Analytics can also track multiple
visits, so both first and last
interaction can be measured.
> Phone tracking software can also
provide a clearer picture of lead
or campaign source. Some
phone tracking systems integrate
directly into CRMs and with
marketing automation systems.

Considerations with tools
> Tracking codes (UTM or other)
can be used in content marketing
distribution, paid advertising,
email campaigns, referral sites
and social media to identify which
campaign, or content drove the
right traffic to your website.
> Phone tracking can be used for
direct or bespoke campaigns to
track direct calls.
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> Offline media will drive visitors to
your website. This will impact
‘direct traffic’ within your reporting
systems. It is possible to monitor
uplifts against campaign live
dates to attribute these variations
and attribute conversions from
those campaigns.

6. Forecasting
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Do the
ground work in
understanding
your past
performance,
the benchmarks
can be applied
to provide clear
targets.

Forecasting across the sales pipeline
Many marketing teams know their final sales targets and know
what activity they will do to meet them. Where there is less visibility
is with the detail of how those leads will perform from various
channels at various stages.
In the most part this is due to the
difficulty in tracking leads effectively
from different sources, understand
conversion metrics and the likely
pipeline generated for those leads.
Often targets for the number of leads
required, proposal pipeline required,
conversion rates and average order
values by product are unknown.
This is where forecasting comes in,
and if you have sight of your past
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performance and benchmark data,
this becomes much easier.
Forecast modelling
Most marketers define their targets
across the marketing and sales
pipeline by mapping out the average
monthly pipeline value by product and
lead source. From doing the ground
work in understanding your past
performance, the benchmarks can be
applied to provide clear targets.

Forecast modelling: a worked example
In this example, we take a simple business case where we use
past data to forecast out pipeline.
The table shows that in order to
generate £1M of sales, this business
needs to increase the proposal
PROJECT TYPE

pipeline by 10x to hit the sales target.
This is over £10M of proposal pipeline.

Jan £

Feb £

Mar £

Apr £

#

#

#

#

#

#

#

#

Average

Factor

Leads

£20.1M

£30.1M

£35.0M

£30.7M

#

#

#

#

#

#

#

#

£38.5M

19.5

Opportunities

£16.5M

£20.0M

£19.2M

£21.5M

#

#

#

#

#

#

#

#

£19.7M

10.0

Won - Forecast Contract / PO

£1.1M

£0.9M

£1.2M

£0.8M

#

#

#

#

#

#

#

#

£1.9M

1.0

Closed Lost

£3.7M

£3.1M

£4.1M

£2.6M

#

#

#

#

#

#

#

#

£6.9M

2.9

This is a factor of 10 from opportunity to win. Therefore
to achieve £1M in sales, £10M of pipeline is required.
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It’s important
to offset targets
by conversion
time and monitor
the flow of
opportunities
moving in and
out of the sales
cycle.
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Forecast modelling: a worked example
It’s worth noting that the business in
question actually has a conversion
rate of 30% from proposal to sale,
not 1 in 10 as suggested. This is due
to the varying lengths of time taken
to close a sale. For example, a PPC
lead with greater intent may convert
faster than someone that downloaded
a white paper and then went on to
become an opportunity.

Therefore it’s important to offset
targets by conversion time and
monitor the flow of opportunities
moving in and out of the sales cycle,
taking into account that the revenue is
not going to hit until the sale is made.
This type of forecasting should not be
confused with campaign or marketing
channel forecasting.

Opportunities
multiply as they
are seized.
Sun Tzu
Philosopher

Forecasting: channel or product
With a clear view of past performance across sales and
marketing activity, you will also be able to predict future
performance by channel or product at various stages.
Linking your campaign targets to past
performance is the surest method
to provide realistic future campaign
targets. You’ll know quickly when
campaigns aren’t delivering in terms
of volume of leads and opportunity
value, so you can adjust activity as
necessary.
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Forecasting: channel or product
Steps to creating a channel or campaign forecast.
1

Define key metrics for a campaign
or channel in terms of marketing
metrics, for example, website traffic,
website conversion rate or lead quality.

2 Model past performance of sales and
marketing pipeline by product or
channel to understand key
performance metrics. If this is not
available, use best guesses, similar
marketing channels or similar
products.
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3 Define your targets by number and

value of sales required, and apply
these to the different product and/or
service areas.

4 Work backwards to define proposals
or pipeline required and when they
need to be achieved.

5 Set your targets.

Forecasting: channel or product
MONTHLY WEBSITE VISITS
Conversion rate
Known names per month

7801
3%
234

TOTAL KNOWN NAMES (12 mths)
Conversion rate

2808 Leads
10%

ENGAGED LEADS
Conversion rate

281 Engaged leads
40%

MARKETING QUALIFIED LEADS
Conversion rate

112 MQL
90%

SALES ACCEPTED LEADS
Conversion rate

101 SAL
50%

OPPORTUNITIES
Conversion rate

51 SQL
60%

NEGOTIATION
Conversion rate

30 Opp
60%

WIN
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18 Win

Considerations
When forecasting, it’s worth remembering that some lead
sources do not enter the sales pipeline at the top of the funnel.
For example, media leads can be
purchased as BANT qualified, in
effect, going straight to marketing
qualified lead and circumventing the
early marketing stages.
Likewise your existing customer base
are likely to convert quicker than new
leads. Therefore conversion time will
be compressed.
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If you are looking for growth from your
existing customer base, you should
split out your targets and forecasts by
existing and new opportunities, so you
can report on the growth of your client
base as well as new sales.

7. Present performance
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Present performance: what to track
TYPICAL AREAS TO REPORT ON:

> Total leads and

opportunities by stage

> Movement of leads and

opportunities, including
flow (drop in and out)
and velocity (time at each
stage)

> New leads and

opportunities entering the
pipeline by stage

> Average deal size of new
opportunities

> What has been won and
lost at each stage, type
of work and originating
channel
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Present performance gives you a snapshot of the current activity within
the pipeline at any given time. Looking at present performance isn’t just
about knowing what you’ve achieved in a given month, it’s also about
being aware of how the opportunities are progressing between stages.
This provides actionable insights that
enable you to make decisions fast. For
example, if a number of opportunities
stall or drop out altogether, it’s possible
to ramp up marketing activity that
delivers leads that typically convert at
a more accelerated pace to make up
the shortfall.

Once you start with a model, the
insights provided change the
decisions you make. It allows you to
flex different levers to achieve your
targets – but with better knowledge
over likely performance.

Present performance: overall picture
Although sales and marketing use the proverbial funnel suggesting
a linear flow of leads from one stage to the next, it’s rare that leads
ever follow in a linear process.
In fact, leads regularly enter at
different stages and often leapfrog
stages as well – it’s far from textbook.
Because of this, regularly reviewing
the data within the pipeline is a must
and being aware that the flow may not
follow a regular pattern.

Monitoring these aspects, along with
key trends month-on-month, will allow
you to see the health and flow of the
pipeline. This will identify weak points
where leads or opportunities are not
flowing as fast as intended, or that
may need specific attention.

When reviewing the data,
consider looking at:

The tables overleaf explore this.

> Total and new opportunities

(this month) at each stage, both
in quantity and pipeline value

> Conversion rates
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Present performance: overall picture
INSIGHTS FROM TABLES:

TOTAL PIPELINE BY STAGE VS TARGET

> Pipeline is above target (107%).
This is created by a lower
number of leads that have
higher than expected value
(227 vs 250)

> The volume of won opportunities
is on target, but the value is
lower than expected (£180K vs
£200K).

STAGE

PIPELINE VALUE

PIPELINE VARIANCE

CONVERSION RATE

TARGET

ACTUAL

AGAINST TARGET

TARGET

ACTUAL

Names

–

–

–

–

–

Leads

£4,200,000

£4,512,250

107%

5%

7%

Opportunities

£2,366,709

£2,352,428

99%

8%

8%

Won / Contract / PO

£200,000

£180,000

90%

–

–

Closed lost

£310,634

£456,000

147%

–

–

TOTAL NUMBER OF OPPS BY STAGE VS TARGET
STAGE
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# OF OPPS

# OF OPPS

CONVERSION RATE

TARGET

ACTUAL

AGAINST TARGET

TARGET

ACTUAL

Names

7000

6200

89%

2%

1%

Leads

250

227

91%

5%

7%

Opportunities

160

115

72%

9%

12%

Won / Contract / PO

15

15

100%

–

–

Closed lost

16

12

75%

–

–

Present performance: overall picture
OVERALL PIPELINE TRENDS

INSIGHTS FROM GRAPH:

> Pipeline builds from March to

June, then drops as there are
significant opportunities lost
during June, July and August.
This should start to generate
questions about the quality of
opportunities being generated
pipeline building again, but there
are further opportunities lost in
November and December.

Won pipeline

New pipeline

Live pipeline

Net pipeline

£6,000,000
£5,000,000
£4,000,000
Sales / pipeline value £

> September to December shows

Lost pipeline

£3,000,000
£2,000,000
£1,000,000
£0
-£1,000,000
-£2,000,000
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Apr

Mar

Feb

Jan

Dec

Nov

Oct

Sept

Aug

Jul

Jun

May

Apr

Mar

Feb

-£3,000,000

If you torture the
data long enough,
it will confess.
Ronald Coase
Economist

Present performance: monitoring
With present performance, it’s good to monitor it regularly.
Depending on your internal processes and pace of your
organisation, this might be monthly, fortnightly or weekly.
As part of your ‘present’ dashboard,
it’s best to review overall pipeline
metrics by product type or lead
source, so you can see at a glance
the performance. In addition, using
traffic light indicators is a good way to
quickly get a sense of when targets
are out of sync.
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Use static reports, or snapshots of
a given time to show the month’s
performance, or the overall performance
to date. It’s also useful to see how
performance is progressing or
accumulating, and what the present
picture is against target.

Get a better
understanding
of where the
bottlenecks
are in the
opportunity
management
process.
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Present performance: get into the detail
Seeing the big picture and gaining insights that enable smarter
decisions is only half the picture. There’s a lot of value in going
deeper into reporting to get the details.
In some cases, it’s worth looking at
opportunities on an individual level so
that next steps can be determined.
Assess stagnant opportunities, those
that haven’t closed, and of course
those that were won and lost.

By working with the data and
examining it carefully, you’ll get a
better understanding of where the
bottlenecks or recurring issues are in
the opportunity management process
– allowing you to mitigate any issues.

Present performance:
tracking opportunities
We’ve discussed that opportunities don’t necessarily progress in a
linear fashion. In fact, many stall within the sales process and are
left lingering in the pipeline, inflating the pipeline value at a given
stage and affecting your conversion rates.
Identifying those opportunities that
have stalled and not progressed is
important. It allows you to implement a
nurture programme specifically aimed
at reactivating those opportunities, or
reassess the opportunities and qualify
them out.

– 58 –

Over time, it’s likely you’ll start to
develop insight into the behaviours
of leads generated by different
sources or types of product. With this
information, you can start to define
rules. For example, if an opportunity
remains at a stage for 5 months or
more, then it should be reassessed
and a sales call triggered.

Assessing
performance by
stage reveals
how the pipeline
is behaving
and the likely
end conversion
points.
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Present performance:
tracking by stage
Assess performance by stage rather than through the complete
process. Deeper insights into stages allows you to make fast
decisions and implement activity to stay on course.
This requires a bit more detail and
so initially it may be worth looking
purely at key stages such as leads,
marketing qualified leads, sales
accepted lead, proposal stage
and won.

This level of tracking should be done
in conjunction with the bigger picture
of macro trends, otherwise results
may get missed.

Present performance: tracking by stage
TOTAL LEADS AND CONVERSION RATES FROM LEADS
TO MARKETING QUALIFIED LEAD STAGE

KEY CONSIDERATIONS:

> Compare stages against
previous month and targets
allowing visibility of stages
where deficiencies lie

4500
4000

> Compare trends over the last
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2500
3%
2000
1500

2%

1000
1%
500

Apr

Mar

Feb

Jan

Dec

Nov

Oct

Sept

Aug

July

0%
June

0

% Conversion

4%

May

rate lead to marketing qualified
lead (MQL) stage, this shows
how leads are changing over
time and if it is related to
conversions, i.e. being lost or
moving to the next stage.

3000

Apr

> Total leads and conversion

5%
3500
Total number of leads

three years at stages by source,
this shows any seasonal trends
plus marketing sources that are
improving or decreaasing over
time

6%

Present performance: tracking by stage
MARKETING QUALIFIED LEAD TO SALES ACCEPTED LEAD BY SOURCE

SOURCE

Conversion rate

Days to convert

# SAL opps

Investment per opp

Website

463

15%

30

67.5

£222

£15,000

PPC

125

40%

20

50

£200

£10,000

PR

38

34%

55

13

£929

£12,000

Outbound sales

50

35%

40

18

£686

£12,000

Partner

100

14%

35

14

£509

£7,000

Total / Average

775

21%

30

162

£346

£56,000

KEY INSIGHTS:

> PPC leads convert quickly and have a

high conversion rate, therefore if there
is a shortfall in pipeline, this is a quick
fix if the PPC activity is not saturated.

> PR leads are the most costly and the
slowest to convert, but have a good
conversion rate.
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Cost

# MQL Leads

This exercise
requires a
high volume of
opportunities to
ensure the data
is robust and
insight valid.
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Present performance: considerations
When reviewing the present performance, there are a few considerations to
take into account:
> This exercise requires a high
volume of opportunities to ensure
the data is robust and insight
valid. If you have a small number
of sales required and a small
number of opportunities, it’s likely
that the trends and conversion
rates will not provide a clear
pattern. Instead, it is likely that
they will fluctuate widely.

> This approach only works for new
client acquisition. If you’re looking
to grow existing clients you’ll need
to consider a different approach.
> Opportunities often do not flow from
one stage to the next in a linear
fashion. Therefore conversion rates
between stages often don’t make
sense. You may need to monitor
conversion rates by grouping
stages such as ‘new opportunities’,
‘existing opportunities’ or ‘moved
opportunities’ to get a sense of
the flow.

It’s easy to
measure what has
changed, but
knowing what
hasn’t can be
equally important.
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Present performance: considerations
> Too many lead sources can also
present problems. If there are
multiple lead sources, working out
what’s performing can be
problematic as the numbers
become quite low. Again, you
need a good volume of leads to
make the insights robust. In some
instances, it is worth considering
grouping lead sources to get a
clearer picture, then if required,
splitting them out.

> It’s easy to measure what has
changed, but knowing what hasn’t
can be equally important. If 10%
of opportunities convert to the next
stage in one month, but 90% have
been at a stage for 6 months,
this can be useful to know so that
marketing messages can be
applied to stalled opportunities.

8. Future performance
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Future performance
None of us have a crystal ball, so looking to the future is always
guess work. But, by systematically tracking performance and
getting a good understanding of your performance metrics, you’ll
be able to second guess more accurately and make informed
decisions.
With future performance, the example
overleaf looks at how predicting future
wins based on past conversion rates
apply to the model.
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If you know conversion times, this is a
simple scenario where a snapshot of
one month is viewed to predict when
sales will hit.

Future performance
IN THIS CASE WE KNOW THE
CONVERSION TIMES FOR EACH
STAGE:

CALCULATING LIKELY FUTURE SALES

CURRENT PIPELINE LIKELY TO BE WON

> Leads take 6 months to convert
to sales

> Prospects 4-5 months
> Proposals 3 months
> Closing opportunities 1-2

Pipeline
Conversion rate to win
Likely to be won

PREDICTED WINS

Leads

Prospects

Proposals

Closing opps

750,000

500,000

312,000

200,000

3%

10%

25%

50%

18,750

50,000

78,000

100,000

Mth 1

50,000

Mth 2

Mth 3

Mth 4

50,000 78,000

Mth 5

25,000 25,000

Mth 6

18,750

months

1-2 months

Note: small data sets can provide greater
variance, meaning that predictions can
be difficult, especially relating to the time
required to close the sale.
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3 months
4-5 months
6 months

Regularly check
the accuracy of
the model by
validating it at
regular intervals.

Future performance: considerations
If you find that lead times vary too greatly and are inaccurate,
consider using the close dates set in your CRM. This has a two-fold
benefit in that it will require your sales team to keep records fully
up-to-date and provide a more accurate model.
Over time, you can monitor the
accuracy of the predictions. You can
do this by using past data to model
the future and compare it with what
actually happened.
Be careful though, as creating metrics
on a data set and using the same
data set to prove the model is not best
practice, but it is a starting point, and
you have to start somewhere.
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Regularly check the accuracy of
the model by validating it at regular
intervals, ideally every 6 to 12 months.
To do this compare your forecasts
against actual performance and where
necessary, make adjustments and
then review again.

Future performance: considerations
TYPICAL GRAPH FOR LIKELY FUTURE PERFORMANCE
Projected revenue

Actual sales

Forecast sales

£400,000
£350,000
£300,000
Forecast

£250,00
£200,000
£150,00
£100,000

Past performance

Predicted future performance against forecast
Prediction based on current live pipe, conversion
rates and likely close dates

What sales or marketing activity can be implemented to increase sales
opportunities to make up the possible short fall from December onwards?
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Aug

July

June

May

Apr

Mar

Feb

Jan

Dec

Nov

Oct

Sept

Aug

July

June

£0

May

£50,000

For even greater
accuracy, consider
analysing metrics
by both product
and lead source.

Future performance: go deeper
So far, we’ve looked holistically at future performance using stages
to identify when sales are going to close. There are a few other
ways that this can be modelled out which would be more beneficial
to the management team and give you a more granular perspective
on performance.
By product
Once the model in aggregate is
working well, consider splitting it out
by product or service, enabling you
to you to see sales by type. This is
invaluable for understanding resource
requirements going forward.
By lead source
Different lead sources present
different conversion durations, which
will affect when the sale will convert.
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By modelling based on lead source,
you’ll be able to better predict when
opportunities will close.
By product and lead source
For even greater accuracy, consider
analysing metrics by both product and
lead source as time to convert and
conversion rates can vary greatly by
lead source.

9. Advanced reports
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People are in
such a hurry
to launch their
product or
business that
they seldom look
at marketing
from a bird’s eye
view and they
don’t create a
systematic plan.
Dave Ramsey
Author
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Advanced reports: business metrics
Measuring marketing leads and sales performance is just the
start. The value lies in being able to show how this affects the
wider business and the ability for the management team to
achieve their objectives.
Once you have a handle on the
performance of marketing metrics
across the cycle, determine which two
or three business metrics are most
important to the board and start to
track these as well.

Marketing isn’t
just about new
business, it’s also
about retaining
existing clients
and developing
them.
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Advanced reports: business metrics
Profitable business

Existing client growth and retention

Knowing where profitable business
comes from is highly valuable,
particularly in industries with long
sales cycles and high cost of sales.
If you know the type of work or
lead source that provides the most
profitable business, then it makes
sense to focus effort there. Acquiring
this data takes time as you not only
have to go through the long sales
cycle, you also have to model the
revenue post sale.

Marketing isn’t just about new
business, it’s also about retaining
existing clients and developing them.
There’s a case to understand how
quickly clients grow, how profitable
they are and how long they stay
engaged.

10. Moving forward
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The cost of being
wrong is less than
the cost of doing
nothing.
Seth Godin
Author
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Next steps
Starting with any metrics analysis is a lot to take on. It’s best
tackled in bite-sized chunks – starting small and getting more
in-depth, slowly.
Building a business around metrics
takes time and is a journey that
requires constant change and
adjustments. Don’t be surprised if you
have to go back to the drawing board
a few times, if the numbers don’t stack
up or it just becomes too much. Step
away and come back to it.

The best thing to do is start with some
key simple goals and milestones built
around a clear timing plan. This is
not an overnight exercise, it’s a long
term project that will ultimately reap
valuable insights into your business
performance and set you aside from
the pack.

About Modern
Modern is a B2B marketing agency working
with technology, engineering and manufacturing
businesses, both locally and internationally.
We’re chosen by our clients for our grounded
insight, metrics analysis and our ability to
positively influence business performance.
Find out more at modernb2b.co
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