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Picture a world where everyone on your marketing team has the information needed to be suc-
cessful. Everyone has set clear goals—and timeframes for achieving them. They all use KPIs to 
quantify and measure the performance of their programs. Everyone knows exactly where their 
projects stand. 

I’m here to let you know that this world is no longer a fantasy—it’s as real as the screen in front of 
you. Take a journey with me to unlock the gates and let the data come streaming through.

Over the course of this guide, I break down data-driven marketing by three broadly defined job 
functions—comms, digital, and customer marketing—to make things a little easier to digest. 
Some of you will neatly fall into one of these marketing functions, while some of you wear multi-
ple hats and will be able to relate to more than one. Regardless, an overview of the data associ-
ated with various marketing programs will help all of us understand how our roles are intercon-
nected in driving marketing success.

We’ll look at each of these functions in detail throughout this guide:

 
 

Let’s dig in…

Chapter 0

Introduction

Brendon Ritz is Meltwater’s resident data fanatic. He loves working with SQL and visualizing 
with Tableau. When not at work, he can be found analyzing his craft beer consumption patterns. 
To find out more about Brendon, give him a shout on LinkedIn.

About the Author

Digital Customer MarketingComms

https://www.linkedin.com/in/brendonritz
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Chapter 1

Setting the Right KPIs

Everyone needs something to strive for to keep them on 
track. KPIs are a great way to make goals more tangible and 
to quantify what was up until now unquantifiable. When 
you (or your boss) are wondering if you’re doing a good job, 
KPIs are there to answer the question and nudge you to even 
greater heights.

The team will likely have a few shared goals, but how should 
one choose individual KPIs for each team member? The an-
swer greatly depends on which role the person fills.

This area includes roles like 
content, PR, and social. They’ll 

each have their own vari-
ants, but their goals likely 

center around eyeballs. 
The content team can 

track time on page, 
return visitors, or 

social shares; PR would be 
more interested in metrics like 
reach and share of voice; while 
a social maven wants retweets 
(RTs), faves, and likes from industry 
influencers. These are the KPIs that let com-
munications folks know whether they are reaching 
their audience effectively and what they should focus 
on to increase engagement.

Comms

Assigning Values to Your KPIs
Once you start measuring your 
performance, create a baseline. In-
stead of only worrying about indus-
try standard KPIs, compare every 
set of new results to your previous 
ones. Analyze why things may have 
improved—or slid back—and how to 
push yourself and keep improving.

KPI
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• Active coverage: coverage secured by the PR team

• Share of voice: percentage of coverage compared to compet-
itors

• Potential reach: sum of viewership for publications and web-
sites your coverage is featured in

• Sentiment: tone of articles published

• Advertising value equivalency: how much it would cost to gen-
erate the same number of impressions through ads

• Managed audience size: number of followers, both per channel 
and overall

• Total engagement: shares, comments, likes, retweets, replies, 
direct messages, etc.

• Engagement rate: number of people who actively engaged with 
your posts (RTs, likes, etc) divided by your total number of follow-
ers per channel

• Mentions: number of times your company was mentioned by 
name on a social network

• Sentiment: tone of articles published and social media posts

• Average engagement per post: the number of times a random 
post will be shared, on average

PR Specialist

Social Media Marketer

AWARENESS
CONSIDERATION

PREFERENCE

PURCHASE
LOYALTY

ADVOCACY

The Customer Purchase Funnel 
Data associated with each stage of 
the funnel lets you see who is mov-
ing from one step to another—and 
who isn’t. A marketing department 
can get credit for the bookings 
that moved through the funnel, 
and look for ways to jump-start 
prospects who have stalled.

• Unique visitors to blog: number of people who visited content you’ve posted in a given time period

• Social shares of blog content: number of times content was shared on Facebook, Twitter, Linke-
dIn, etc.

• Average time on page for blog posts: a metric from Google Analytics which tracks the amount 
of time the average person spends on a page

• Blog traffic as a percentage of site traffic: the percentage of people who visit the website who 
land on a blog page

• Return visitors to blog: people coming to the blog who have previously been tagged as having 
been on the site

Content Marketer
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pay-per-click advertising (PPC) actually brings in far more bookings. Therefore, 
we can posit that PPC leads are of higher quality, so we can justify a slightly 
higher acquisition cost on them if necessary. For reasons I’ll mention in the next 
section, the digital team can and should measure a wide variety of KPIs. 

• Raw inquiries: these equate to someone raising their hand saying they’re interested in what you 
do—blog subscription, e-book download, webinar registration, etc.

• Marketing qualified leads (MQLs): these are leads fit to be sent to the sales team

• Sales accepted leads (SALs): leads accepted by the sales team as ready to be followed up on

• Sales qualified leads (SQLs): leads that are recognized as actual opportunities, moving them 
from the top of the waterfall into the sales cycle

• Conversion rate between stages: percentage of the people in each stage above who move on to 
the next stage, including SALs to bookings

• Overall visits: total number of visits to the site during a certain time period; if one person visits 
twice, it counts as two

• Unique visitors: total number of people who visited the site during a certain time period; if one 
person visits twice, it counts as one

• Visits per channel: the number of visits from specific channels, like referral, paid search (PPC), 
social, email, etc.

• Website conversions: number of raw inquiries coming from the website during a certain time peri-
od, broken out by acquisition channel

• Cost per conversion: a PPC metric that tracks the average amount you pay to receive one con-
version over a certain period of time

Web Marketer

Marketing Ops Manager

These people, including marketing ops, search engine optimizers (SEOs), con-
version rate optimizers (or sometimes acquisition managers), and others 

are likely more data-focused to begin with, so you may want to ask their 
opinion on what success looks like to them. Our team here at Meltwater 

uses the SiriusDecisions Demand Waterfall model, which puts prospects 
into different buckets based on their step in the sales cycle. Tracking 
the number of bookings attributable to marketing is obviously cru-
cial to all members of the team, but you may also want to track the 
conversion rate between stages of the sales cycle and incentivize lead 

quality over lead quantity. For instance, a data dive might show you that 
while in-person events tend to bring the most leads into the top of the funnel, 

Digital

https://www.siriusdecisions.com/Topics/Marketing/Demand-Creation/Demand-Waterfall.aspx
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The Bookings Flowchart

Raw Inquiry

Marketing 
Qualified 
Lead

Sales
Accepted 
Lead

Sales
Qualified
Lead

Closed/ Won
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• Number of A/B tests run: to incentivize continuous improvement, set a benchmark for the num-
ber of tests run during the quarter

• Test success rate: the percentage of tests that led to a positive result—an increase in whichever 
metric you were tracking

• Traffic increase from testing: the amount of traffic gained in the month following a test, com-
pared to the same period before the test was run

• Conversion increase from testing: since tests are designed to improve conversions, track the in-
crease in conversions from the winning variation

• Bookings increase from testing: tracking bookings in a similar way will show that you’re not only 
increasing lead quantity, but lead quality as well

Acquisitions Manager

• Traffic from organic search: number of visits over a certain period of time that reached the web-
site from a search engine, like Google or Bing

• PageRank: a Google metric that uses an algorithm to determine the importance of any given 
webpage, based on the quantity and quality of inbound links pointing at that page

• Domain authority: a metric created by SEO software company Moz to predict how well a website 
will rank on search engines, using a logarithmic, 100-point scale

• Rank increase to target keywords: improvement in search engine result page rank, over time, for 
specific search queries that were determined in advance

• Conversions from organic search: sophisticated setups can track leads from their source all the 
way through the marketing funnel—this tracks those who converted via organic search

SEO Specialist
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• Net promoter score: a metric built from survey responses, where a ten-point scale is used to deter-
mine the likelihood of a customer referring business to you: 
 
 
 
 
 
 
 
Subtract the percentage of detractors from the percentage of promoters to arrive at the net pro-
moter score.

• Up-sell: when a customer who has a license to product A buys additional features of that product

• Cross-sell: when a customer who has a license to product A buys a license to product B

• Gross churn: there are a few ways to calculate this; the first is to take the percentage of cus-
tomers up for renewal who do not renew, while the second is to take the money brought in from 
renewals and divide by the total amount of money that renewals could generate in the month 
(renewal base)

• Net churn: this represents the gross churn number, except net of up-sells, which brings the num-
ber down significantly, sometimes into the negative

Customer Marketing Manager

0–6 = Detractor
7–8 = Neutral
9–10 = Promoter

TIP: New KPIs are being developed and implemented all the 
time. Keep up with the latest trends by subscribing to a few 
marketing blogs, like Hubspot’s, Marketo’s, or Meltwater’s.

This group might have the most interesting KPIs of all. At a B2B SaaS 
company, like Meltwater, you’d want to measure things likes net promot-
er score, churn (gross and net), and cross-sell/up-sell numbers. Other 
types of companies might focus on similar segments of their buyer’s 

journey. The customer marketing team normally has a singular focus 
on growth within the existing customer base. If you want to go a bit 
deeper, you might also goal the customer marketer on case studies and 

customer quotes, brand advocates, or average customer lifetime value.

Customer Marketing

http://blog.hubspot.com/
http://blog.marketo.com/
https://www.meltwater.com/blog/
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Chapter 2

Using the Right Tools
There are thousands of software companies (yes, thousands!) creating tools designed with mar-
keters in mind. The combination of tools that your company uses is known as your “marketing 
technology stack,” and choosing the right ones involves making big decisions. Some software is 
built to play nicely with technology you may already have, whereas other tools can be a problem 
to integrate. There are far too many companies to mention them all, but here are a few targeted 
at each of the marketing teams we discussed in the previous chapter. These tools can make your 
marketing life much easier in the long run.

We’ll start with the most important decision, the CRM. This cross-departmental, team-agnostic 
platform is the heartbeat of your company. All customer data, from demographics to transac-
tions, live in the CRM. All companies have one in some form or another. Some use a simple spread-
sheet to keep track of their data, whereas others use sophisticated, enterprise-level software. 
Regardless of what system you use, your CRM is the place to go if you have a question about your 
prospects or customers. Whether you choose a system like Salesforce, Microsoft Dynamics, Zoho, 
or a homegrown CRM, it’s imperative that you make the choice and stick with it, as migrating to 
another system can be a logistical nightmare. Here’s how your CRM can be combined with various 
tools to help marketers understand and reach their goals:

It should come as no surprise that communications software is a crowd-
ed space. On the content side, there are three comparable companies: 

Contently, Kapost, and Newscred. Tools like these can help with content 
curation, workflow, guest posting, and measuring exactly what kind of 

content your readers prefer and how they like to consume it. 

As you may have heard, PR and social media are rapidly converging, 
and the tools are converging right alongside. Google Alerts can be a great 

way for small, fledgling companies to track media hits. It’s a free product, so al-
though the extensibility is limited and analytics would still require a spreadsheet, 
the price is certainly right. Once a small marketing department is ready to move 
on to something more sophisticated, it can try a full media intelligence platform, 
like Meltwater’s. You can use it to say you can track all things PR and social in 
pretty graphs and charts that executives love.

Comms

http://www.salesforce.com
https://www.microsoft.com/en-us/dynamics/default.aspx
http://www.zoho.com/crm/
https://contently.com/solutions/
http://kapost.com/products/
http://www.newscred.com/software
http://www.meltwater.com/blog/content-strategy-pr-social-media/
https://www.google.com/alerts
http://www.meltwater.com/products/
http://www.meltwater.com/insight/the-savvy-marketing-generalists-guide-to-media-intelligence/
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Your tagline is one of the more important elements of your 
homepage, since it tells a prospect what you’re all about. You 
might think it’s strong today, but it can always be stronger. Test 
two to three alternatives to find out if it can be improved.

This is the image at the top of your website, which should grab 
attention while enticing someone to scroll down and read on. 
Stock art can work, but custom images or screenshots can be 
better tailored to your theme. Not sure what to use? Test it!

Tagline

Hero Image
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When it comes to digital marketing, it’s all about automation and optimization. 
Marketing automation is one of the sexiest marketing solutions on the market 

these days. Built to work seamlessly with the major CRM tools, companies 
like Marketo, Eloqua (now part of Oracle), Pardot (now part of Salesforce), 
Act-On, and HubSpot make it easy to implement personalized programs, 

targeted to customers and prospects. You can nurture your leads and 
create drip campaigns to help nudge them further down the funnel. 
Many of them have features like lead scoring, which determines the 
engagement threshold at which warm prospects are sent to sales, and 

landing page creation to convince clicks to become conversions. These tools 
won’t exactly “automate” your marketing efforts, but they will help you scale them.

The other half of the digital equation is optimization software. A/B testing tools, like 
Optimizely, Unbounce, and Visual Website Optimizer are extremely important to the 
digital marketing mix because they give the Acquisition Manager the ability to focus on 
conversion rate optimization. You can test different headlines, body copy, and images, 
as well as your call-to-action (CTA). Here’s an example of how testing works: visitors 
to your website will be randomly shown one of two (or more) variations of a page, and 
conversion stats are recorded for each variant. Once the sample size is big enough and 
the results are statistically significant, the software chooses a winner based on conver-
sion numbers. You can now optimize the rest of your website based on the statistical-
ly-proven choice and move on to the next test. Over time, you’ll turn your website into a 
lead-generating machine.

Digital

http://www.marketo.com/software/marketing-automation/
https://www.oracle.com/marketingcloud/products/cross-channel/marketing-to-businesses.html
http://www.pardot.com/
https://www.act-on.com/
http://www.hubspot.com/products/marketing-automation
https://www.optimizely.com/benefits/
http://unbounce.com/
https://vwo.com/features/
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The title of your contact form is supposed to indicate what a 
person is signing up for, but there are a number of ways to do 
that. Test the best way to convince them that it’s worth hand-
ing over their information.

Generally speaking, people are more likely to complete a form 
with fewer fields. Test the conversion rate of a form with three 
fields against one with five to ensure that this holds true for your 
company. Do you really need that annual revenue field? We’ll 
find out!

The most important part of the form is its call-to-action. With-
out clicks on the CTA, conversions do not happen. Common 
convention is to add an element of timeliness to the CTA (Sign 
Up Today!), but sometimes that doesn’t work. Test three or four 
CTAs and see if you can find a clear winner.

Form Title

Form Fields

CTA

SEO software is a bit more consolidated, with a few majors players in the market: Moz, SEMrush, 
and Raven Tools. All three tools either have a free trial or a free version to prove the concept before 
you spend your company’s hard-earned money. They allow you to track your inbound links, Page-
Rank, domain authority, and other important SEO metrics.

One of the main goals of a customer marketer is to find and nurture brand 
advocates, and there are a number of tools that focus on just that. Crowdly, 
Influitive, and Zuberance are top choices for marketers seeking reviews, 
customer quotes and referrals. Since there’s a large overlap between cus-

tomer marketing and social media, all of these tools integrate with your 
favorite social channels to streamline the process. 
Advocacy software helps track people historically 

and across platforms and measures the effect of 
your interactions with them. The reports you pull will 

help you learn the profile of your ideal “superfan” so you 
can repeat the nurturing process again and again.

Customer Marketing

11 Making Your Marketing Team More Data-Centric

http://moz.com/products/pro
http://www.semrush.com/features/
http://raventools.com/marketing-software/seo/
http://crowdly.com/advocate-marketing-software/
http://influitive.com/product-tour/
http://www.zuberance.com/
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Chapter 3

Generating the Right Reports

All the software in the world won’t help if you can’t extract and interpret the data. Your team will 
need to pull and deliver progress reports. You may have a data geek to manage the process or 
your marketers may need to learn to do it themselves. If you’d like your reporting to have a stan-
dardized look-and-feel regardless of which combination of marketing tools you use, a business 
intelligence (BI) tool can ease the pain (especially when the alternative is Excel!). Software like 
Meltwater, Tableau, Microsoft Power BI, and Sisense allows users to easily create charts, graphs, 
and other data visualizations. Each product has its own learning curve, some worse than others. 
The examples below all come from Tableau and Meltwater. Let’s take a look at what reports might 
look like for key KPIs:

http://www.meltwater.com/blog/5-ways-to-help-your-data-geek-help-you/
http://www.meltwater.com/products/
https://www.tableau.com/products/desktop
https://www.microsoft.com/en-us/powerBI/home/power-bi.aspx
http://www.sisense.com/sprint-bi/
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July 5

00:02:14
00:02:09

00:02:18

00:02:26

July 12 July 19 July 26
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APEX

Acme

Summit

Group: Comms
Team: PR
KPI: Share of Voice
Like most data sets with a 
total, share of voice is best 
represented as a donut 
graph or pie chart.

Top Countries

Olso, Norway

San Francisco, CA

London, England

New York, NY

Cape Town, SA

11.6k 5.7k 2.6k 2.3k 2.0k

Group: Comms
Team: Social
KPI: Pageviews by Location
Metrics with longer label 
names should be shown as a 
horizontal bar chart to allow 
the full label to be displayed. 
This will also let you show 20 
or 25 different sources in a 
clean way.

Share of Voice

Pageviews by Location

Group: Comms
Team: Content
KPI: Time on Page
This graph shows the aver-
age time on page for the 
website over a given period 
of time. Each bar represents 
a week, and the time is 
shown in standard hh:mm:ss 
format.

Avg. Time on Page
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9.38%

Group: Digital
Team: Demand Gen
KPI: Conversion Rates

Group: Digital
Team: SEO
KPI: Organic Traffic

Sometimes you have a single 
metric that needs to be report-
ed as if it’s a data set. Here we 
have the conversion rate for 
sales accepted leads to deals 
won. The best practice for such 
data is to use a pie chart with 
a lone piece of pie.

SEO goals can include the 
amount of traffic coming to 
the website from specific coun-
tries that you’ve been focusing 
on. One way to show this infor-
mation is with a heat map. The 
scale is dark red (most visitors) 
to dark green (least visitors), 
with gray in the middle.

Sessions Heat Map

Claim to Close

Jan 6

500

1000

1500

2000

2500

3000
2,727

Jan 16 Jan 26 Feb 5 Feb 15 Feb 25 Mar 7 Mar 17

Group: Digital
Team: Demand Gen
KPI: Marketing Qualified Leads
The demand-generation water-
fall, the digital team needs to 
keep a close eye on every stage of 
the sales cycle. The best way to 
do it is with a relative line graph. 
The orange line is the goal and 
the blue line is the actual perfor-
mance. If blue is above orange, 
you’re doing well. If not, you’ve 
got some work to do.

Marketing Qualified Leads
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Net Promoter Score (NPS)
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Group: Customer Marketing
Team: Client Relations
KPI: Net Promoter Score
Are some of your KPIs deal-
ing with negative numbers? 
Bar charts can be positive, 
negative, or both. This chart 
is trending in the right direc-
tion.

Gross Churn Net Churn Gross Churn Net Churn Gross Churn Net Churn Gross Churn Net Churn

November

4.4%

11.4%

1%

2%

3%

4%

5%

6%

7%

8%

9%

10%

11%

12%

13%

14%

7.9%

9.3%

9.7%

13.2%
13.5%

13.0%

December Janruary February

Group: Customer Marketing
Team: Client Relations
KPI: Churn
When tracking two simi-
lar KPIs together, like gross 
churn and net churn, you 
can use a comparative bar 
chart. This shows relative 
performance of multiple 
metrics over a given period 
of time. Adding a legend 
enables you to avoid using 
repetitive labels.

Churn

Gross Churn Net Churn
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These are just a few examples of how your data visualizations might look if you use Tableau or 
Meltwater for reporting. Tools like Meltwater’s media intelligence platform include data visual-
izations (such as graphs, heat maps, and word clouds) and can be easily exported as reports. 
Whether you decide to consolidate your data on Tableau, report from each tool individually, or 
even just stick with Excel, pretty graphs make reports more palatable for the team at large, espe-
cially your execs. The more they focus on the charts, the more they focus on the data behind the 
charts—and appreciate your contribution to the business as a whole. You may have a data geek 
who can pull these reports on a daily, weekly, or monthly basis, but each team member should 
own their report and know where they are with regard to their goals. Armed with this data, they 
can make informed decisions to help set goals, surpass them, grow the company, and prove the 
department’s worth.

TIP: Not comfortable with numbers or metrics? Excel is one of the most pow-
erful mathematical tools on the planet, even though most people tend to use 
about 5% of its capabilities. Start by learning some of the basic Excel functions 
like AVG, SUM, and COUNT, and work your way up to more advanced and useful 
SUMIF, VLOOKUP, and COUNTIF.
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In Conclusion
No one ever said it would be easy. Installing a data-driven philosophy involves a tectonic culture 
shift for most marketing departments—but it’s not impossible. If you follow the path I’ve led you 
down, you’ll eventually get the buy-in necessary to change the team’s dynamic for the better. 
While you now have the keys to the kingdom, that will only take you so far. But with the right 
mindset and some hard work, you’ll rule the land for years to come.

If you’d like to learn more about data-driven marketing and how to use media intelligence to 
shape and measure your programs, please hop on over to some of our resources:

Meltwater Marketing Blog Meltwater Insights

Like this book?  Share it!

https://www.linkedin.com/shareArticle?mini=true&url=http://bit.ly/1K2Mv6z&title=Keys%20to%20the%20Kingdom:%20Making%20Your%20Marketing%20Team%20More%20Data-Centric&summary=Read%20Meltwater%E2%80%99s%20rundown%20of%20KPIs%20and%20data-driven%20tools%20to%20measure%20marketing%20success%20&source=
https://twitter.com/home?status=Read%20%40Meltwater%E2%80%99s%20rundown%20of%20KPIs%20and%20%23data-driven%20tools%20to%20measure%20%23marketing%20success%20%3E%3E%20http://bit.ly/1N8FiFf
https://www.facebook.com/sharer/sharer.php?u=ttp://bit.ly/1g6kTFZ
http://bit.ly/1UlMQIX
http://www.meltwater.com/blogs/public-relations-blog/
http://www.meltwater.com/products/meltwater-buzz-social-media-marketing-software/
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