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w ITH THE ADVENT OF MANY NEW TECHNOLOGIES, THERE ARE OFTEN
TWO DISTINCT PHASES TO THEIR IMPACT ON THE WAY THINGS ARE DONE.

First, the technology is adopted, but it is used in a similar manner to the prior
solution, although often with significant incremental improvements. Then, as a

second wave of change, the new capabilities are thought about in entirely novel

ways, and the original problem is framed in a fundamentally different manner,
leading to sweeping innovations in business practice.

As examples of this phenomenon, we can look at a few technology changes that
have shaped the last few decades. Typewriters were replaced with word
processors, printed encyclopedia sets were replaced with CD ROM versions,
paper maps were replaced with online mapping software. In each of these
examples, the initial technology transition added significant value. However, it
was the second phase of the transition that ultimately had the broadest impact.

Rather than just easier editing and spell checking, the move of documents to
digital format fundamentally changed the way we collaborate and share infor-
mation. Beyond just richer media and a more portable format, the transition of
encyclopedias to digital format caused us as a society to rethink the way we
create and share knowledge, and led to innovations such as Wikipedia. The move
of maps from paper to digital format enabled a major shift in the way we think
about location and interact with maps of the world around us through our cars
and cell phones.

Marketing is currently in the middle of a similar shift in thinking. Over the past
decade, marketers have seen a tremendous shift in the media types with which
they communicate with prospects. Search, email, web, blogs, and video have
become common place in marketing campaigns, often more common than televi-
sion and print. This shift, in itself, has led to many improvements in marketing.

However, the fundamental shift in how marketers think about their role in com-
municating with prospects is just beginning. As prospective buyers use these
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online resources to gather the information they require to educate themselves,
explore ideas, discover solutions, and form opinions, they do so without any
interaction from sales professionals.

The change in how information is gathered is leading to a fundamental change
in the nature of marketing and the nature of marketing’s relationship with sales.
This revolutionary change is even more pronounced and far-reaching when
marketing goods and services that are not commodities. In fact, it is a transition
that promises to be the dominant force in the reinvention of marketing over the
next decade. Marketers who recognize this shifting paradigm and realign their
posture to reflect this new reality will regain the strategic relevance that has
been threatened in recent years.

THE CONSULTATIVE SALE

Some products and services, of course, elude easy specification. They are neither
simple to understand nor generically available. Instead of books or music,

the buyer might be seeking to purchase enterprise software, wealth manage-
ment services, corporate insurance, or even season tickets to a sports event.
Typically, the complex sales process carries a high price tag, reflecting both the
sophistication of the product/service (wWhether it's a tangible asset or intellec-
tual property of a unique/specialized service) as well as the more involved sales
process associated with identifying customers and explaining the product/
service's value.

For instance, the uniqueness of a product or service means that many buyers
may not even be aware they have the problem that it solves. They may not be-
lieve the pain is solvable. And, of course, they may not be aware of the vendor’s
solution. In such a scenario, it might be tempting for marketers to think that the
Internet has no significant impact on the consultative sale. But is there really no
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risk to that process? Can greater access to information compete with the value
that a trained sales professional brings to a complex sale for highly customized
products and services? Some skepticism is probably in order.

THE SALES PROFESSIONAL

Using a lifetime of relationships and business/social networks to make impor-
tant contacts and stay abreast of key vertical markets, the consultative sales
process is where the sales professional thrives by engaging prospects in trusted
conversations and guiding the buyer’s thinking on relevant aspects of the buy-
ing decision.

It starts with buyer education. Typically, buyers don’t enter a complex sales pro-
cess with the right (or enough) information to understand the scope of the deci-
sion. The salesperson must first take the time to understand the buyer’s pain
points and challenges, painting them in the light of the solution he or she offers.

Through conversations and consultations, the salesperson can educate, guide,
and lead a prospective customer through a variety of phases. He uses collateral
materials, studies, research, case studies, white papers, anecdotes, references,
and events, to ensure the buyer is aware of the pain point and that a viable solu-
tion exists and that it can alleviate the pain.

Once convinced that both a pain and solution exist, the buyer starts to evaluate
various alternatives. Naturally, there may be a variety of vendors offering com-
peting (though non-identical) solutions, and the buyer begins to weed through
the offerings and make comparisons of capabilities. The professional sales-
person plays an instrumental role in this process—and pivots from consultant
to advisor to seller, positioning his offerings in a way that highlights their
ability to solve the prospect’s needs. Assuming that the salesperson successfully
emerges from this evaluation as the preferred choice of the buyer, he negotiates
and closes a contract with the buyer who executes the purchase transaction.
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Throughout this process—which can span many months for big-ticket items—
the sales professional plays an indispensable role. At every step, he provides the
buyer with the right information and the right messages in the right format at
the right time. Without someone playing that role as trusted advisor, the buyer
may fail to see the seller’s advantages and fall sway to another seller’s compet-
ing solution—or no solution at all.

READING BODY LANGUAGE

A true sales professional develops an innate ability to “read” the nuances of

the buyer—an ability that often separates the top performers from the pack of
“order-takers.” Who is digging in their heels? Who's a motivated buyer? Who is
interested in the product? Who is the ultimate economic buyer and what does he
need to be convinced?

The ability to “read the room” and identify the right influencers and coaches
depends on the ability to identify and interpret body language—non-verbal
communication such as crossed arms, head-nodding, a raised eyebrow, shared
glances, and other dynamics. Even the most trivial gesture can reveal critical
information that a sales professional can use to his advantage.

Understanding the body language enables the salesperson to understand what
message is appropriate—right there and then—and adjust on the fly. A buyer
squinting in disbelief with a tilted head is asking for more proof points. A buyer
who's reluctant to make eye contact may be worried that a new solution can
have a negative personal impact and harbors objections that the salesperson
must uncover and overcome. A buyer who's nodding his head is someone who
wants to accelerate the presentation—and who may be a valuable coach in
identifying other internal advocates.
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THE INTERNET AND THE COMPLEX SALE:

NEW DYNAMICS

Today, this classic model is changing. With the advent of the Internet, the behavior
of buyers—the way they identify, understand, evaluate, and buy products—has funda-
mentally changed.

Market Education and Awareness

The markets in which today’s executives operate are dynamic and competitive.
Buyers must remain vigilant to stay abreast of fast-changing developments in
their industries, ranging from shifting regulatory environments to trends in
consumer behavior. Globalization creates new markets—and new competitors.
New supply chains and ecosystems of partners, suppliers, and distributors shift
constantly, and, of course, technological advances can quickly rewrite the rules
for capabilities, costs, and timeframes.

BE FINDABLE

Before you even get outbound campaigns underway, before you rent lists, before you
start writing clever copy—think about the buyer’s first step. Think about where future
buyers go to educate themselves, discover solutions, or make comparisons. That’s where
you want to be. And that means making sure you’re easily findable and prominent on
major search engines using the key phrases that are likely to be in buyers’ minds.

It's a daunting challenge for buyers who have quickly embraced the power of
the Internet to aggregate diverse and valuable resources. Industry Web sites
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and e-newsletters (most of which are free of charge), for example, offer detailed
and up-to-date information on trends and developments in concise and conve-
nient formats. Vendors, too, are stepping up to the plate with their own specific
Web sites, focused micro-sites, downloadable information, views from selected
industry analysts, and other resources that reinforce their views of the
important trends.

Finding Possible Solutions

As all of these resources and capabilities become increasingly ubiquitous, buy-
ers must ensure these trends and information align with their business needs in
order to narrow their explorations. After all, resources and expertise are peren-
nially in short supply—addressing the appropriate business pain in the right
manner is key.

Hand-in-hand, globalization and the Internet are also dismantling some of the
traditional constraints of geography and time—software can be downloaded,
hardware can be ordered and express-shipped, services can be outsourced
offshore, and consultants can be flown in. Today's markets for sophisticated
solutions are reaching a level of global availability that is, in many respects,
breathtaking to contemplate.

The Internet—and especially Web 2.0 technologies—have emerged to facilitate
this important process. Podcasts and on-demand webinars, for example, bring a
variety of information to busy buyers. Blogs, in particular, are connecting buyer
communities across the world and enabling a level of information sharing and
product comparison that was unthinkable even a few years ago. Colleagues and
peers can share their insights and experiences in detail—without the mediation
of a vendor.
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The rise of search giants has also fundamentally reformed the process of
discovering solutions and potential vendor options. A quick search of Google
or Yahoo! yields a very useful list of vendor options and resources of varying
depth and perspectives.

Of course, vendors also play a role here as well, offering tools for detecting and
analyzing the existence and scope of a business pain as well as assessing the
potential economic impact associated with various steps to address the pain.
Ensuring the right options have been considered is critical to selecting the right
solution.

New Sources of Validation

Buying a complex product or service is a particularly challenging process of
sorting through a range of competing claims and promises from vendors of
carrying credibility and trustworthiness. Will there be cost overruns? Will
schedules slip? Is there a pattern of missed expectations? Buyers historically
have been in the dark—often relying on the references and assurances of the
vendor’s hand-picked customers. This is not to say that vendor malfeasance is
the reason (although it certainly can be one cause). An improper selection can
often be related to mismatched objectives and capabilities—a mismatch that
can be difficult to identify early in the process of validating a solution. Given
the investments typically involved, that's a risky proposition that can have
disastrous implications if things go wrong.

Perhaps more than any other phase of the complex sale, this validation aspect
has felt the most profound impact. A basic download of a solution can provide
prompt and simple validation while community sites can show the good and
bad of the entire customer experience for potential buyers to review. Interactive
videos and images provide detailed presentations, models, and simulations of
products, helping the buyer see a clearer picture of the proposed solution.
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THE VANISHING SALES REP?

The sources of information available to buyers of complex products—that have
traditionally required a consultative sales process—continue to grow in vol-
ume and quality. In the past decade, a buyer has achieved new capabilities to
understand an industry’s trends, translate that into business pain/opportunity
that can be addressed, assemble a list of potential vendors, and analyze the best
solution for their specific needs. The point to note: not one of these new sources
has required the involvement of a sales professional.

Buyers are leveraging these new information sources, rendering the salesperson
to a secondary role (or even a non-presence)—particularly early in the process.
As the professional salesperson somewhat fades from view, so, too, does his
ability to observe and understand the buyer. Because of his absence, he cannot
read the room by carefully watching the buyer’s body language. He is unaware
who holds the purse, who has the objections, and who is an advocate.

This lack of awareness puts him in a very precarious position—unable to effec-
tively guide the sales process. Advocates can't be cultivated. Decision-makers
can't be identified. Blockers can’t be discovered and pre-emptively handled.
Without these key insights and responsive strategies, the sales professional is
blind to the true motivations and agendas of the buyer participants—and sig-

nificantly hamstrung in his ability to shape and influence the purchase process.

TIMING IS EVERYTHING?

In this environment, it is far more challenging to align the prospect’s buying
process with the company’s selling process—which are no longer synonymous.
And that carries significant implications for lead qualification and hand-off.
When a prospect appears on the corporate Web site—perhaps to download a
white paper—he is most likely merely “kicking the tires” and is not ready to buy.
As a result, the sales rep disqualifies the lead and ejects the prospect from the
funnel. It's not that the prospect isn’t going to buy—he’'s just not going to buy
right now.
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This creates the “leaky funnel” with which most marketers are painfully famil-
iar. They devote huge efforts to generating raw leads, but if those leads aren't
in a perfectly synchronized phase of their buying process, the sales team will
waste marketing’s efforts by ignoring the lead.

SIRIUS DECISIONS FOUND THAT, OF THE LEADS PASSED OVER TO SALES,
ONLY A SHOCKINGLY LOW gitlg2i{w31§ ACTUALLY RECEIVED FOLLOW-UP

FROM THE REP. of that 20 percent, the rep sets aside 70 percent of them as
“disqualified”—even though subsequent objective analysis shows that 80 per-
cent of them eventually buy a solution (usually from another company). They
were good leads—just early leads.

As this transition happens, marketers who understand, guide, and facilitate the
buying process are able to have a real and measurable impact on both revenue
and sales effectiveness. By ensuring that the message for each potential buyer
maps to their interests and stage in the buying process, more inquiries can

be generated. By focusing on passing leads to sales that are in an active buying
stage, rather than tire kicking, the number of leads qualified by sales will in-
crease, even as raw numbers of leads passed decreases.

Awareness

General ‘ Recognize ‘
Opportunity

Discovery

Validation

Problem Evaluate Select Best Negotiate
Defined Options Option and
Purchase

Buying Process | Market
Education
\ y
ismatcPEjv
y A\
1 Qualify Submit Close Fulfill
Prospects Proposal

Figure 1: The mismatch between buying and selling processes often leads to salespeople attempting
to close deals with prospects that are early in their buying process, leading to funnel leakage.

1 Explain
Solution

Target
Selling Process | Prospects
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THE IMPLICATIONS FOR MARKETING

Historically, marketers in organizations using a consultative sales process have
had somewhat more limited roles than in, say, CPG industries. In these compa-
nies, the direct sales force in the field has been the center of power while mar-
keting has focused on generating awareness and brand management. Marketing
provides a tactical level of support through collateral, case studies, demand
management, and events.

However, as the dynamics among buyers continue to shift —with new and
trusted sources of information enabling buyers to self-educate—the role of

the marketer must also shift. Today’s marketers are keenly aware of these new
information sources and extra-company conversations, of course. The overriding
question is: what should they do about it? What are the new communications
vehicles—and which ones are right for the organization’s industry and market?
What marketing-infrastructure investments make the most sense? What is the
right media mix?

Unless marketers fundamentally alter their thinking about marketing and fore-
go traditional approaches, they will completely miss the tectonic shifts that are
taking place in buyers’ worlds. Online marketing is more than search-engine
optimization. A video blog isn’t like a TV channel. A downloadable trial version
of software is not merely a free sample—any more than a computer is a paper-
less typewriter. Such perceptions miss the fundamentally revolutionary nature
of the changes.

The complex, consultative process is experiencing dramatic shifts that are
transforming the very way in which buyers conduct transactions as they accrue
and exercise new power. Marketers who adapt to this new buying reality will
thrive. Those who don’t will find themselves consigned to a steady erosion of
relevance, influence, and value.
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A s today’s buyers embrace a new suite of information resources,

today’s marketers must make the effort to truly understand these sources and how
buyers are using them to self-educate and form opinions about their products and

services. Such an analysis is a prerequisite for making reasonable decisions about

investments in new media and marketing channels.

The complexity of a product or service is typically matched with an equally
complex sales process that emphasizes education and consultation. Most talent-
ed sales professionals intimately understand the complexity of the sales pro-
cess once the prospective buyer has initiated the process and engaged with the
vendor organization. But, increasingly, a tremendous amount of education

and research is preceding this step—and this pre-vendor phase is a far-less-
structured proposition. The sales professional is likely unaware the process is
underway and that the buyer is already forming opinions and assessing

options.

Buyers typically proceed through a three-phase education process in the early
stages of the procurement cycle. While these phases aren’t as discrete as pre-
sented below, this framework helps us better understand matters from

the buyer’s perspective.

SHOW—DON'T TELL

Whether it’s general background or specific details, buyers want information—not mar-
keting spiels. That’s especially true at the early stages of the buying cycle. Reorient your
marketing thinking to guide prospects through their education and discovery process by
understanding and presenting the exact information they need at each step.
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SOLUTION AWARENESS AND MARKET EDUCATION

In this first phase, the buyer has an acquisitive mindset, seeking as much rel-
evant information as possible. Business executives continually seek out, sift
through, explore, and exchange ideas about their market or sector—a continu-
ous process that is integrated into their daily lives as part of their larger mis-
sion and responsibility. The scope of topics can be quite broad—from regulatory

changes to the macroeconomic environment—and the goal is to gain as clear of
a multi-year picture as possible. Part of this constant survey can include seek-
ing out new techniques for production, learning about technologies that im-
prove productivity, identifying market opportunities, and optimizing current
opportunities.

For example, case studies of competitors or comparative industry peers enable
them to benchmark their efforts and results. Interviews with industry analysts,
industry newsletters, blogs, trade journal archives, and conference papers are
some of the popular tools and sources in this phase. Discussions of the concepts
and techniques from other industries can also provide excellent inspiration for
innovative approaches in their own industry.

Over time, the buyer encounters concepts that speak to a recognizable pain that
exists and that resonate with and add value to her organization. Either through
events internal to her organization, or through understanding the concept in a
new level of depth that increases its urgency, the pain moves to near the top of
the corporate agenda. From there, the buyer moves to discover what solutions
may exist to address that pain.
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Know When to Ask for Information

As you re-orient your marketing to show not tell, make sure you start to fully understand
your prospects at each stage. As they require information, it’s OK to ask for an equitable
amount of reciprocating information in return. For a five-minute online demo, you could
ask for basic contact in-formation. For a one-hour webinar, it’s entirely legitimate to
request more information on their buying process. At each step, leverage the information
you already have so that you’re asking only a minimal set of incremental questions.

SOLUTION DISCOVERY

When the buyer transitions to this stage, he has a specific business pain in mind
and is exploring the market to gain a sense of what solution might be able to
meet that challenge. This transition from awareness and education to solution
discovery is often precipitated by a compelling business event, such as a high-
visibility incident, corporate restructuring, merger, or acquisition. Such an event
often brings sometimes-latent business pain to the surface. Regardless, it be-
comes a catalyst, creates a greater sense of urgency, and narrows the research
to specific solutions that address the identified pain point.

The prospective buyer is trying to understand the complete range of potential
solutions. Who are the relevant vendors in this space? What are the high-level
specifics about those solutions—for instance, is it an outsourced solution, a
piece of technology, or a consulting engagement? What information is available
to help investigate the offering further? What is the “ballpark impact” of the
proposed solution on the budget?
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SOLUTION VALIDATION

Once a prospect learns enough to understand the business pain and assemble

a prioritized list of vendors offering potentially relevant solutions, he begins

to delve into the alternatives more deeply to start the critical process of de-
termining which choice is the best fit for his organization. In many procure-
ment cycles, this milestone is accompanied by the formation of a broader (often
multi-disciplinary) team to investigate and analyze the proposed solution from
a variety of important aspects: department and technological interactions,
personnel questions, purchasing economics, and more. The buyer typically has
many questions:

» What are the capabilities?

» How will my team deploy it?
» What services will I need?
4

How much will it cost now and in the future?
What is the total cost of ownership (TCO)?

» What skills will my organization need?
» How does it interact with and affect my current business processes?

The questions that buyers ask will depend, of course, on the solution under
consideration. Finance may have very different questions regarding a consulting
engagement compared to an IT group’s questions regarding hardware procure-
ment. Nonetheless, the goal is the same. The prospective buyer wants to know
what is being offered for sale, what the price is, whether it solves the identified
business pain, and what the impact will be on the organization.
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Figure 2: Marketing Sherpa shows the evolution of buyers’
information needs as they move through a buying process.

THE COMPONENTS OF THE NEW TOOLKIT

Traditionally, this education process has been guided by the trained, knowl-
edgeable sales professional who understands what's involved at each milestone
and what the buyer needs to know. His ability to read the buyer’s body language
enables him to guide the process based on each participant’s demonstrated lev-
els of interest and engagement. Today, of course, that opportunity is largely dis-
appearing because the sales professional doesn’t enter the picture until much
later—after the education and solution discovery are complete (or nearly so).

Most tools that educate prospective buyers are relevant to more than one aspect
of the buying process—so this simplification to three phases inevitably loses
the nuances and complexities that any process has. However, it allows us to cut
through much of the noise surrounding technology and information sources on
the market today and concentrate on what matters: ensuring the right person
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receives the right message in the right format at the right time. The following
list is not exhaustive. However, it is a useful categorization of several of the
more popular tools and sources that shape this book’s framework.

Industry News Sites and Newsletters

Like their hard-copy counterparts, industry Web sites and newsletters present
specialized industry information, emerging trends to consider, best practices
(proven and proposed), and ideas. These sites generally strive to deliver con-
tent that is free from vendor bias—and they achieve that to varying degrees.
Although there is certainly some inevitable bias stemming from the economic
realities of advertising, industry sites and newsletters do an admirable job of
providing objective information on the relevant trends and changes that affect
the industry. Many newer sites supplement industry news with insightful anal-
ysis and commentary on vendors and their respective offerings. In this manner,
these sites act more as industry analysts—which increases their value to and
credibility with buyers.

Viral: Set Your Message Free

The runaway success of a few well-known viral campaigns masks the shortcomings of
the great majority of messages that quickly faded into oblivion. Done well, viral market-
ing can be a tremendously costeffective technique for generating awareness. The key

is separation: make sure the part of the message that makes it viral-worthy (the funny,
irreverent, “can-youbelieve-it” component) should be quite distinct from your brand or
awareness message. If they're tied too tightly together, you end up with a “commercial”
message that does not spread.
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From the buyer’s perspective, the industry sites’ main impact is during the
awareness phase. Executives and prospective buyers can browse industry sites
to remain current with their industry. Through that education, they become
aware of, and more familiar with, many new potential categories of solutions.
This is an important service to the buyer.

Industry Analysts

Industry analysts are seasoned experts who provide well-informed, objective
commentary on the vendors providing solutions relevant to a particular indus-
try. These analyses give buyers insightful views into specific solutions, how
those solutions compare with one another, what the important decision metrics
are, and the strengths and weaknesses of vendors relative to those metrics. Typ-
ically, this commentary is delivered across a variety of media types: published
research studies, white papers, conferences, events, and webinars to name just a
few.

This industry analysis becomes a very useful starting point for buyers who le-
verage the analyst’s perspective to gain a better understanding of the vendors in
a space, or in framing their evaluation of vendors.

Awareness Discovery Validation
Industry News *x K * *
Industry Analysts | 5 % * K * * K
Advertising * K * X KX
Viral Messages * K K * K
Podcasts * * * X X
Search * ¢ * &
Webinars * X X * * K
Tradeshows * K * K K *
Blogs x Kk * ¢
Vendor Sites * * * K K *x K

Figure 3: Use of different marketing vehicles by buyers at
stages of the buying process.
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Advertising

Internet advertising enables the marketer to deliver a brief, targeted message to
a qualified, narrowly defined audience in a far more targeted manner than tele-
vision or radio could ever achieve. Admittedly, even Internet advertising'’s level
of precision can be improved upon—it still paints the market with a very broad
brush, using only broad demographics such as job title, role/responsibility, or
industry.

Nonetheless, advertising can sometimes be a very effective component of the
marketing mix in a complex sales process by ensuring that an audience is aware
of a vendor as an option to solve a particular business challenge. If a skilled
marketer can distill a complex solution to a memorable message that can be
consumed at a glance, advertising can even facilitate buyers’ awareness that a
solution category exists.

Viral Messages

Consumer media offer numerous marketing platforms that are generally ig-
nored by most business-to-business marketers. This is, in many instances, a
grave oversight. Facebook, MySpace, Twitter, YouTube, and many similar plat-
forms provide interesting new ways to market that B2B marketers would be
wise to consider. As B2B marketers find ways to adapt these media and channels
into their marketing mixes, we will see some of these media evolve from exotic
choices to mainstream staples. Many of these platforms provide opportunities
for exposure and awareness that would be difficult to achieve in other media.

Viral marketing is one such example of an opportunity in these new media. In-
novative business-to-business marketers, have been experimenting with viral
marketing techniques in their marketing efforts in an effort to leverage the so-
cial, lighthearted, and entertaining aspects of new media to gain exposure to a
more business oriented message.
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KADIENT:

Blogging About Internal Processes Connects With Buyers

Kadient’s move into Software as a Service (SaaS) brought with it a fundamental shift in
their marketing to connect more deeply with their buyer and user audience. A company-
wide effort to develop and use buyer and user personas sparked numerous discussions
on exactly how “Luke” or “Anya”, and several other personas, would use the product in
his or her daily life, and how it should be built, marketed, and sold in order to best con-
nect with him or her.

As they focused more on connecting with their buyers, Kadient fleshed out the person-
alities with increasing detail. Hobbies, personality traits, and even cardboard cutouts
were created to provide insights into Anya and Luke. When a development or marketing
meeting was held to discuss the market, the discussion would always focus around their
buyer and user personas.

This effort was then noticed by David Meerman Scott, an influential industry blogger and
writer, who highlighted Kadient’s efforts in his online forum. Although the main topic of
the writing was the use of buyer and user personas, Kadient was identified as a leader in
their field. Anya and Luke were highlighted in detail, allowing any reader of the blog to
identify with their goals and challenges.

Two other industry bloggers, Charles Brown and Scott Sehlhorst of Tyner Blain, quickly
picked up the story, and added their own commentary, further establishing Kadient as

a company intently focused on the success of their customers. A Google blog search for
Kadient shows these blogs highlighted at the top of the results, adding credibility to any
buyer considering Kadient’s solutions. The combined traffic of these blogs was estimated
at more than 20,000 regular viewers.

A 37% spike in web traffic to the Kadient site corresponding to this discussion on the
blogs highlighted to the Kadient marketing team the importance to their prospective buy-
ers of a company dedicated to continual understanding of the buyers’ needs. Although
this was not an effort that generated direct sales leads, the value it provided in aware-
ness and credibility was tremendous, and the cost was essentially zero.

> ELOQUA Learn More, visit the Digital Body Language blog L!_.J eBook / 12




Digital Body Language Chapter 2: The Buyer’'s New Toolkit by Steven Woods

Viral marketing uses messages with two distinct aspects. The first component
is compelling content. The message must be interesting, enticing, or entertain-
ing enough to entice a recipient to forward it to a friend or colleague. The sec-
ond component is a message that is carefully crafted to contain positioning and
messaging that the marketer wants to share and spread among his target mar-
ket/constituency.

Generally, the marketing message is a small part of the overall campaign, with
much of the emphasis on entertainment to encourage forwarding in linear or
geometric progressions. Successful viral campaigns can drive strong awareness,
but rarely deliver the more detailed and nuanced positioning required for solu-
tion validation.

It's quite likely that viral marketing will continue to see a steady evolution from
historically consumer-oriented media types toward the B2B realm as marketers
adapt it to their unique requirements. Many of these campaigns will, by their
nature, contribute to the awareness phase. However, each media type has its
own properties and should be evaluated on its own merits and strengths.

Podcasts

The iPod ushered in an innovative reapplication of an old medium—audio. To-
day, there is a thriving “podcast market” where company executives and indus-
try luminaries record and publish brief segments that listeners can subscribe to
and consume (often while commuting or traveling). Executives can stay abreast
of trends in their industry by listening in on the rough equivalent of a highly
targeted, industry-specific radio show.

This is a lower-cost medium that marketers have found most beneficial in es-
tablishing thought-leadership positions within their industries. By providing
educational content, interviews, and discussions, marketers can maintain an ac-
tive and interested listenership while broadening their awareness in their target
market regarding key trends and developments. A relationship with key indus-
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try analysts is a great strategy to increase credibility—particularly in the latter
stages of solution validation.

CONCUR:

Awareness and Discover Through Viral Stories

Concur, a leader in travel and expense management, wanted to engage more with the
end-user of their service, a business traveler, who could act as a champion within an or-
ganization that might purchase Concur’s service. To do so, they wanted to use viral mar-
keting to increase both awareness of its solutions for travel-expense management and
the level of engagement they had with this audience. The concept: travel nightmares.
After all, every business traveler has his or her stories of lost luggage, hotel disasters,
and chance encounters with odd characters.

Concur tapped into these shared miseries and entertaining stories by creating a Web 2.0
site that enabled visitors to submit their own brief travel stories. The site offered mecha-
nisms for visitors to engage with the stories—they could be read, browsed, forwarded to
friends, rated, or commented on.

Once a critical mass of content was in place, Concur generated traffic both from the
main Concur.com site as well as from print and banner advertisements. Additional traffic
was driven virally as travelers shared stories and forwarded the site to their peers.

Throughout the process, the Concur team carefully inserted elements to build aware-
ness of its own solutions for travel expense management and encouraged readers to learn
more about products or sign up for Concur® Expense—Trial Edition, a free trial of the
company’s expense reporting service. Although run as essentially separate campaigns,
the free trial campaign provided a great action for prospects to take if they saw an inter-
est in the Concur offering.
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Search

Search-engine marketing and search-engine optimization give marketers a new
and interesting media type to leverage. By targeting buyers using their search
phrases, marketers can achieve a very attractive level of precision and granu-
larity regarding buyer demographics and interests. What's more, the nature of
online search—with its flexibility, control, and cost-effectiveness—often creates

an attractive economic proposition.

Most marketing teams focusing on complex products and sales cycles are well
aware of the opportunities that search-engine marketing and search-engine
optimization present. In fact, many actively use it as a key component of their
marketing efforts. However, simply running keyword ads won't have a dramatic
impact. It is essential to understand how buyers use search as part of their buy-
ing process, to achieve the best possible return on the marketing investment.

Generally, buyers use search in just the manner that the name implies - search-
ing—typically in the discovery phase of the process. Here, a buyer recognizes
that he has a business pain that requires a solution and is now working to un-
derstand available solutions.

In addition, search also plays a crucial role in the validation phase of the pro-
cess as buyers attempt to explore various sources of information on the solu-
tions they are validating in order to identify or resolve objections.

Webinars

Webinars have become a trusted way for sellers to communicate a complex mes-
sage to a wide audience of prospective buyers. Either live, or recorded (on-de-
mand), a webinar provides a smart, controlled way to present an industry lumi-
nary or vendor expert to discuss topics that are important to buyers.
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NETQOS:

Viral Marketing for Awareness

NetQoS markets to a challenging audience: network engineers running advanced net-
work operations centers (NOCs). It would be a huge understatement to call this skeptical
audience “marketing-averse.” They generally devote significant efforts to eluding even
the best marketing communications of every sort. NetQoS realized that it needed another
way to connect with this group.

Realizing this audience was very comfortable with online media such as blogs, gaming,
and various social-networking sites, NetQoS crafted a campaign that leveraged these
channels to increase awareness of NetQoS in its target market. NetQoS’s own lab de-
veloped a way to present network data—traffic, packets, server errors, etc.—in a video
game motif, complete with 3-D visuals and pyrotechnics.

With a careful seeding strategy in blogs, on Slashdot, Digg, Reddit, Twitter, and Flickr,
this YouTube video—*The anatomy of a Slashdot post”—became an immediate success.
Within the first 12 hours, it was viewed more than 66,000 times and picked up on more
than 70 blogs and a number of mainstream media outlets. NetQoS carefully crafted its
embedding of links to its commercial offerings so the viral success led to marketing suc-
cess as well.

The goal of this campaign was to drive product awareness through the viral video.

By creating an easy path from the viral video to product information, NetQoS drove a
400-percent increase in trial downloads during the month of the campaign. Simultane-
ously, exposure on Google increased by 41 percent across all search terms and more
than 600 percent on the search term most related to the viral video.
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The audience for most webinars draws from a broad swath of industry par-
ticipants. These 45-60-minute sessions are often marketed through banner ads
(usually on key industry Web sites), shared lists, and opt-in e-mail blasts. Webi-
nars provide a feasible and efficient way to communicate awareness messages
to well-defined audiences and start to lay the foundation for solution evalua-
tion. For this reason, most webinars focus on thoughtleadership and industry

trends.

As the source of this education, an affiliated vendor establishes itself as an
important vendor that merits consideration when buyers are seeking a solution.
Likewise, the implicit validation through association with an in dustry luminary
brings added and enhanced credibility to the vendor. This technique creates a
solid reputation when the prospective buyer begins to evaluate options.

A MARKETER’S CHALLENGE:

FLYING CAR, WALL FLOWER, OR RED-HEADED STEPCHILD

Recasting their marketing in terms of the buying process, marketers must better
conceptualize the challenge that they are most focused on in the market. It could be an
awareness challenge, a discovery challenge, or a selection challenge. Each requires a
slightly different approach.

CHALLENGE DESCRIPTION MARKETING FOCUS

Flying Car A solution that solves a major Awareness efforts, such as
pain, but most potential buyers | industry newsletters, analyst

do not know that the pain is relations, or even viral
even solvable, and are therefore | campaigns or contests to
not seeking a solution. prove that a solution to the

challenge is possible.
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CHALLENGE DESCRIPTION MARKETING FOCUS

Wall Flower A well-understood category, but | Solution-discovery efforts
potential buyers do not evaluate | such as search, tradeshows,

your solution as part of their and advertising to ensure that
investigation efforts. you are invited to compete.
Red-Headed You are invited to compete for Validation efforts such as
Stepchild business, but often a competitor | blogs or webinars to establish
is selected over your solution. credibility or influence the

decision frameworks of
potential buyers.

Tradeshows

For many years, this has been a staple for marketers of complex products. To-
day, the industry tradeshow is still a key component of many marketers’ plans.
Recently, Internet-based tradeshows have gained prominence as an online corol-
lary to the typical convention center show.

Buyers attend tradeshows for many reasons, but chiefly for the opportunity to
efficiently explore available solutions in the industry and quickly engage in a
conversation with vendors for those solutions. Tradeshows provide an excellent
method for quickly gaining knowledge on trends, vendors, and solutions. Most
shows include a full agenda of educational workshops, presentations, speeches,
and more, meaning that the tradeshow acts as a significant driver of buyer di-
rection during the awareness and discovery phases of the buying process.
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Blogs

Rising from their roots as essentially online journals, weblogs or blogs have
evolved into a media type that is often quite relevant to the marketing of com-
plex products. In most industries, there are a growing number of blogs that are
actively maintained and read by industry participants. To the marketer, this
presents an interesting opportunity to influence buyers early and influence the
sales cycle.

To ensure discovery of the solution, a marketer might participate in (or have a
key spokesperson at the company participate in) an industry blog by building

a relationship with the blog’s author or by contributing in the blog’s comments
section on topics of relevance. Another alternative is for the marketer to create
the company’s own blog (under the auspices of the company’s spokesperson or
designated thought-leader). This creates greater credibility and a higher leader-
ship profile while ensuring a level of control over messaging and positioning.

Encourage users to read and post to your company’s blog as a way to build relationships
and facilitate interaction. Check out Eloqua Artisan - a blog aimed at educating users on
product features to increase adoption and drive customer success.

Vendor Sites

The vendor Web site remains central to much of the activity the buyer under-
takes to gain awareness of industry trends and challenges, learn about potential
solutions, and validate the correct solution for their unique situation. The Web
site (or any campaign-specific micro-site) acts as an information portal, provid-
ing the right information to the prospective buyer at the right time in their buy-
ing process—typically during the awareness phase.
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The Web site becomes a valuable clearinghouse (one of several) that enables the
buyer to educate himself on relevant industry trends. The classic vendor site
containsdownloadable white papers, thought-leadership articles, and industry
studies that are informative. Although much of this education material has an
inherent bias and shouldn’t be confused with neutral or objective information,
the vendor Web site still represents resources that most buyers value by prop-
erly recognizing that its source has a commercial objective.

Much of this education occurs outside of the vendor’'s own Web site, of course.
However, successful marketers can often provide pathways to bring in traffic to
their Web site and insert themselves into that buyer-education process.

As the buyer prioritizes the relevance and acuity of the business pain and be-
gins to seek solutions, the vendor’s Web site provides quickly referenceable
information that lets him understand whether the vendor might have an appro-
priate solution. The more a vendor can influence the awareness phase, the easier
it is to ensure its discovery as a viable solution.

During validation, the vendor’s Web site becomes a rich source of information,
comparisons, trials, and data to assist in the prospective buyer’s evaluation.
Similarly, marketers can optimally position their solution by leveraging the Web
site to steer site visitors to external sources of information that lend validity
and credibility to their solution.

THE BUYER’S EVOLUTION

As buyers move away from dependence on a vendor’s professional sales team for
market education and awareness, solution discovery, and validation, the suite of
tools they rely on to source their information continues to evolve in depth and
sophistication. Today, marketers must understand the evolution in the buyer’s
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behavior and, more importantly, how to interact with the buyer in this new
paradigm to optimally influence the buyer’s decisions.
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Figure 4: Marketing Sherpa evaluates the relevance of various
online sources by stage in the buying process.

76ERS:

Live Interaction at Buying Point of Interest

The sales and marketing team for the Philadelphia 76ers has assets that most market-
ers can only dream of: a highly recognized brand in their target market and a Web site
stocked with exciting content. The challenge: convert that loyalty and excitement into
sales of seat packages, season tickets, or luxury suites.

The 76ers recognized they needed to map the selling process to their customers’ buying
process. Although buying these tickets was definitely a considered purchase, those trans-
actions are also strongly tied to the excitement that the team generates. To leverage that
emotional tie, the sales process had to be built around that excitement on the Web site.
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Members of the 76ers inside sales team were equipped to respond to live Web chat
inquiries from site visitors. Customers could initiate a live Web chat on any critical page
that related to ticket purchases. From discount student tickets to corporate suites, the
buying process and the selling process were matched up by enabling the buyer and seller
to connect over live Web chat.

The results were dramatic. By aligning with the buyer’s true, preferred process, the
76ers connected with more potential buyers to answer last-minute questions on seating,
playoffs, and game selection. Even the largest deals got a lift from the Web chat as the
inside sales team closed an $8,000 corporate suite deal—just by matching up with the
customer’s buying process.
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A S THE BUYER IS PROGRESSING THROUGH THE VARIOUS PHASES OF
THE BUYING PROCESS, HE INTERACTS WITH THE VENDOR'S ORGANIZATION
BY SEEKING, RECEIVING, USING AND RESPONDING TO INFORMATION. 1n the

past, those interactions were largely face to face or by telephone and the sales

professional was able to read the subtle clues and nuances- the forward lean-

ing posture, the raised eyebrows, the tone of voice, and more.

Can that same level of interaction and interpretation be achieved in the digital
world? Can marketers define and read a “digital body language” that offers con-
sistently predictive clues and insights into buyer behavior?

Absolutely.

Digital body language is an art and science that revolves around detecting and
understanding prospective buyers’ signals and intentions to better communi-
cate with them. The transition that began a decade ago with the arrival of the
Internet and its many new sources of information, will require a significant
rethinking on the part of marketers, sales professionals, and the organizations
they serve.

ASHIFT IN THE FUNNEL

First and foremost, the increasing relevance of digital body language is creat-

ing a very real shift in the handoff between marketing and sales. Marketing is
moving further into the buying process as the buyer leverages new sources of
information instead of relationships with sales professionals. That's placing a
greater premium on the marketer’s ability to create, target, and deliver relevant
and credible information.

Similarly, that increasing relevance makes it even more important to capture,

L!_!] eBook /2



Digital Body Language Chapter 3: What is Digital Body Language? by Steven Woods

understand, and process the subtle signals that are part of the marketing pro-
cess—even online. In so doing, the marketer can gain an increasing ability to
objectively—and more fully—understand the prospective buyer, his purchasing
inclinations, intentions, concerns, objections, and more. These breakthrough
insights also bring a corresponding responsibility to the marketer to ensure
that the leads handed off to the sales team reflect those that are most likely to
purchase—with appropriate dollar volumes and timeframes.

TIE E-MAIL TO YOUR WEB SITE

Understanding your prospects’ digital body language depends on your ability to decode
who visits your Web site. Since email is the most common way to communicate with
prospects, ensure your email and Web analytics engines are fully integrated. Each link
en every email should provide information to identify the Web site visitor when he clicks
through—and throughout all subsequent visits. That will enable your Web analytics solu-
tion to identify the visitor.

MARKETING BASED ON DIGITAL BODY LANGUAGE

Once marketers begin to leverage an awareness of the buyer’s digital body
language, the very approach to marketing itself begins to change. An ever-
increasing body of knowledge about where the buyer is in the buying process,
what they're interested in, and how interested they are all combine to enable
the marketer to target subsequent messaging to the buyer based on that buyer’s
demonstrated preferences and stage in the buying process. Traditionally, the
best marketers could hope for were campaigns predicated on demographic or
firmographic criteria—the target’s job title, role, or industry. There was little to
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no awareness of the stage in the buying process that the prospective buyer was
in, leading to messages that did not optimally or fully connect with the intended
audience. It's like a sales professional delivering the same presentation to every
group of potential buyers while completely disregarding whether they are fully
engaged and interested or distant and skeptical. To fully leverage the buyer’s
digital body language, the marketer must approach marketing process with two
important concepts in mind. These two concepts form the foundation of a new
approach to thinking about marketing approaches.

1. Prospect Profiling

A marketer must first observe prospects in all interactions with the company.
But where can you gather this kind of information on a prospect’s area and level
of interests? It comes from multiple sources—and, in fact, multiple sources are
required to achieve a level of validity. Like most data analyses, care must be tak-
en in the selection, aggregation, and interpretation. Body language is comprised
of multiple tiny details of posture, expression, motion, and tone. But just as we
interpret it at a higher level—grouping the signals collectively under the label
of “interest” or “hesitation”"—so, too, must we interpret digital body language.

2. Prospect or Lead Scoring

To accurately assess and predict a prospective buyer’s buying cycle stage, inter-
est area, or response to a marketing campaign we must aggregate the digital
body language into a meaningful—and simple—result that guides how we inter-
act with that individual going forward.

Historical lead-scoring techniques simply leveraged demographic and firmo-
graphic information and were used solely for the determination of which leads
to pass to sales. Today’s marketer leverages a much broader range of a buyer’s
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digital body language to create a lead score with greater validity and accuracy.
Now, the marketer can differentiate between a low-value prospective buyer—
the ideal title and the right industry but who shows no interest—and a high-
value prospective buyer who has an identical title and industry but shows many
signs of a very motivated buyer.

Marketers also use the same technique—understanding the prospect’s digital
body language by applying a score—to guide how the prospect is communicated
to, whether they are tuning out of messaging, and whether a campaign has in-
fluenced the overall buying decision. This ability to interpret the buyer’s stage
and intentions and direct the next steps in the communication process makes
digital body language so powerful. The marketer can more clearly and quickly
discern which buyers are actively engaged in a buying process and which are
not—all based on the clues to buying behavior. By reading these signals and
acting accordingly, the marketer can achieve significant successes as they are,
for the first time, able to understand and respond to the prospect’s buying pro-
cess.

A FOUNDATION FOR MARKETING

Understanding prospects’ digital body language through the two disciplines of

prospect profiling and lead (or prospect) scoring form the foundation for today's
marketing. On top of this foundation, marketers tackle the four key challenges
of marketing to the new buyer.
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Figure 5: Digital body language forms a core of the four main areas
marketers must focus on in a considered-purchase buying process

CAMPAIGNING—NURTURING IS KEY

The fact is, at any moment, most prospective buyers are not actively engaged in
a buying process with you. That's because, as we've seen, a buying process for

a complex product or service generally is governed by a combination of fac-
tors. First, the prospective buyer must recognize his company has a relevant
and meaningful business pain. Next, he must understand the industry/sector
well enough to seek a particular solution. And, as discussed, there is often a key
internal event that drives action and prioritizes that business pain as the most
important one to solve at that moment in time.

Once a marketer profiles the digital body language of the community of po-
tential buyers and translates that into objective scores that define where each
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buyer is in their buying process, the marketer can then route buyers to the right
interaction that makes the most sense for their unique position in the procure-
ment cycle. Buyers showing the proper combination of demographic and fir-
mographic qualifications and the digital body language of an active buyer are
immediately passed to sales as hot prospects.

In all likelihood, of course, most prospective clients don't have the right com-
bination of factors in place at the same time and show a digital body language
that suggests they are not ready to buy. But that doesn’t mean they are unlikely
to become actively engaged in a buying process later. It only means that they are
not engaged at the current time.

What do you do for these “future likelies"? It's critical to keep them engaged
with the right level of communication so that, when their digital body language,
objectively scored, changes and indicates that they have moved to a different
phase in their buying process, they enter your funnel and progress through the
sales cycle. In other words, you need to nurture these leads until they later blos-
som into a full-fledged prospects.

ALL LEADS ACTIVE LEADS “BAD” LEADS

20% 20%
Followed-up 30% Don’t Buy
Qualified

80% 70% 80%
Get no follow-up /| Are Disqualified Buy Anyway

*Within 24 months from
Source: Sirius Decisions you or your competitor

Figure 6: Sirius research shows that, of the 70% of leads who are disqualified
by sales, 80% end up buying eventually, often from a competitor.
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DATA MANAGING—A NEW DISCIPLINE FOR MARKETING

To capitalize on these insights and opportunities, marketing must not only think
about changing the way that messaging is targeted and delivered, it must also
develop an entirely new discipline to facilitate the operational, process, and
data requirements of digital body language. Marketers who continue to pursue
their mission with a disconnected set of communication tools and noninte-
grated data sets cannot gain the multi-perspective visibility into their prospects
that is required to understand and leverage their digital body language. Achiev-
ing these new perspectives, however, requires an approach to data, processes,
and operations rooted in a new rigor and discipline.

TRINET: SWEET MUSIC—TARGETING OF
PURCHASE-READY BUYERS

TriNet (www.trinet.com), a leading provider of HR outsourcing services
for small and medium-sized businesses, found that a face to face meeting
with a sales consultant was a key step needed to push decision-making
executives over the goal line. It built a strong base of thought leadership
through several nurture campaigns, but wanted to motivate purchase-
ready prospects to take the plunge.

To do this, TriNet devised a campaign with the call to action being a
meeting with a TriNet salesperson—a significant commitment of time for
any busy executive. The personal incentive: a free MP3 music player just
before the upcoming holiday season.

This large incentive, combined with the call to action, meant that TriNet
needed to ensure its targeting was accurate. Otherwise, it risked wasting
money on a large number of respondents taking meetings simply for the
free MP3 player. The real targets: decision makers who had previously en-
gaged with TriNet but had NOT taken a meeting with a sales consultant.

To build that list of targets, TriNet turned to its database of prospects
who had been nurtured with thought leadership campaigns. By segment-
ing on title, industry, and employee size, the ideal target list was con-
structed.

> ELOQUA AN eBock /8




Digital Body Language

> ELOQUA

Chapter 3: What is Digital Body Language? by Steven Woods

Using that list, TriNet launched a combined direct mail and e-mail cam-
paign driving the prospects to a personalized site (www.mytrinet.com/
prospectname). The mailer consisted of a small box containing MP3-player
earphones to highlight the value of the offer and catch attention. Response
activity from the prospects initiated a notification to the appropriate rep
to begin scheduling the meeting before interest waned.

The campaign was highly successful in moving prospective buyers to the
final stage of their buying process. Conversions to meetings increased by
more than 20% over previous quarters and sales directly attributed to the
campaign have generated more than 10 times the cost of the campaign.
Based on this success, the campaign has been repurposed as a key mar-
keting asset in TriNet's nurturing process. Now, each potential buyer who
becomes aware of TriNet through search, advertising, webinars, or white-
papers is entered into a nurturing campaign combining email and direct
mail to build the case for TriNet's solutions. When interest (as measured
by the prospect’s digital body language) is detected 3 times, the incentive-

based offer to take a meeting with a sales consultant is launched.

Without question, this level of marketing-operations discipline requires a new
suite of skills and thought processes within the marketing organization, as well
as strong executive-level support and engagement. However, the benefits of the
digital body language discipline far outweigh the challenges of implementing
the more structured approach to understanding, aggregating, and leveraging
marketing data.

NATIONAL INSTRUMENTS: EXCHANGE OF VALUE
FOR DIGITAL BODY LANGUAGE

National Instruments is a worldwide leader in software and hardware

for scientists and engineers, with a very broad set products and solu-
tions serving nearly all industries and project types. Those products carry
price tags anywhere between $100 and several million dollars. With more
than 25,000 corporate customers and a Web presence that offers deeply
detailed information on its products, National Instruments had both an
incredible opportunity and a daunting challenge.
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The company’s marketing strategy fully revolves around its Web site. All
direct marketing, search, ads, and tradeshows drive traffic to the Web site
where the marketing teamguides prospects through successive stages of
engagement—f{rom anonymous to known to understood.

To move visitors from anonymous to known, marketers at NI used Web
forms to carefully execute an equitable exchange of value for key informa-
tion on the site using a modular user profile as a building block. In ex-
change for presenting a two-minute video, it was acceptable to ask for an
e-mail address and basic contact information. For a free trial download,

a broader information request (buying cycle phase, budget, timeline, etc.)
was appropriate.

To make these Web forms more valuable, the team ensured that all mar-
keters could quickly manage which aspects of the modular user profile
were required. Pre-population was used extensively to ensure visitors did
not repeatedly answer the same question. Emphasis on global usability
meant, for instance, that ZIP/postal codes were not required fields in ge-
ographies where that wasn't appropriate.

By increasing the percentage of known visitors, NI elevated the rich data from
the Web visits to highly actionable information. For instance, nurture and
follow-up communications catered to the areas of interest based on activity.

By using digital body language to tailor communications this precisely,
NI achieved open and click-through rates of 50 percent and 30 percent
respectively—extremely high numbers compared to industry norms, and
reflective of a strong engagement level with prospects.

SALES & MARKETING—A NEW RELATIONSHIP

The advent of digital body language not only spurs significant marketing-
organization changes, it also initiates a transition of the relationship between
marketing and sales. As every marketer (and sales professional) can attest, this
relationship is perennially characterized by inherent conflict. Sales complains
that marketing passes off leads with little or no value. Marketing complains
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that it passes large numbers of leads to sales, but sales does not properly
follow up and pursue them.

By providing a clear and objective basis for understanding the qualifi-
cation of a lead, digital body language rewrites many of the underlying
assumptions and dynamics of this relationship. With agreement between
the two organizations on what level of interest defines a quality lead,
marketing can create and qualify defined numbers of objectively qualified
leads. Meanwhile, sales can transition those leads into revenue. In this
manner, a more objective and productive working relationship between
marketing and sales becomes possible.

MEASURE MARKETING—A NEW OPPORTUNITY

As digital body language enables marketing to move further down the

traditional funnel than has historically been possible, it also provides ob-
jectively measurable output in qualified leads. That improves the organiza-
tion's ability to objectively measure marketing—an important achievement
as the softer metrics (brand awareness, eyeballs, and site visits) continue
to fall out of favor in organizations with complex sales processes.

Similarly, today's savvy marketers are far more interested in measurably
driving buyer interest than yesterday’semphasis on the purely creative
merits of a campaign. As marketing efforts become significantly more
measurable, their relevance in guiding strategy and results increases
significantly.

Marketers who adapt their thinking regarding marketing analytics and
measurement to conform to these new realities will be able to use those
analytics to guide their efforts and results in ways not previously pos-
sible. They will further both their own careers and the successes of the
organizations they serve.
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EXEROS:

A VIRAL CONTEST LEADS TO THE CREATION OF A UNIVERSITY

Exeros was faced with an interesting challenge. As a small company with
a revolutionary product in the master data management (MDM) industry,
they had to get the word out and build awareness of their product. Con-
fident that it had solved a 40 year old data management problem, they
used a contest to prove their point. Beat your peers in data mapping with
any technique or tool you wish, and win $2500, beat the machine and win
$25,000.

As they began to build awareness of the contest, Exeros found a valuable
ally in the organizer of DAMA—the largest conference in the industry. In
an industry not known for excitement, the Exeros contest was just what
was needed as a show highlight, and the contest was promoted to the con-

ference list and the winner announced at a show lunch.

In combination with announcing the contest to their house list and em-
bedding it in the email signature of all their employees, this allowed word
of the contest to begin to spread. Independent data management forums
and Yahoo groups began passing around word of the contest and soon the

industry was well aware of both the contest and Exeros.

All interested participants were routed to a landing page where their in-
formation was captured and they were entered in the contest. On the day
of the contest, a WebEx kicked off the contest with results due back in 2
hours. Over200 industry experts competed for the prize, with no-one able
to beat the Exeros machine. Coverage of the contest extended to 5 online
publications that were highly relevant in the space, and Exeros became a

known entity in the data management space.

Analyzing this success, Exeros realized that the viral contest had been a

great win in getting awareness in the poten tial buying audience, but had
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not directly driven leads that were ready for sales. The challenge for Exe-
ros was to help guide their prospective buyers from the “this is new” phase
to the “I've got to get it” phase. To do this, the buyers needed to educate
themselves on the challenges, approaches, and opportunities of a master
data management project and where exactly a vendor like Exeros could
help. Trade shows and Exeros-branded webinars were not as effective as
needed due to travel costs and the assumed bias of a vendor webinar. The
Exeros marketing team decided there was an opportunity to fill the knowl-
edge gap in the market and use that as a way to attract potential buyers...

and MDM University was born.

MDM University was launched as a separate brand (although with Exeros
and their business partners identified as sponsors), with rich, valuable
content, education at all needed depths throughout the lifecycle of an
MDM project, and speakers from the industry. The MDM University was

marketed through online ads and in trade publications.

By catering to the buyer’s need for education, Exeros was able to attract

a large audience of the key people in any buying decisions. Because MDM
University was perceived to be vendor neutral, it was able to attract 5
times the number of attendees to a web seminar than Exeros or any of
their vendor partners could on their own. Throughout the process, the
educational choices of the University attendees were tracked to build a
view of their interest areas and the phase in an MDM project they were at.
Through sponsorship of MDM University communications, Exeros received
tremendous brand exposure. When the Exeros sales team contacted a lead
and introduced themselves as sponsors of MDM University, not only were
they received as a highly respected and credible brand, but they were con-

tacting prospective buyers at just the right phase of an MDM project.
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T HE FIRST STEP IN RE-ORIENTING ONE’S THINKING ABOUT A
BUYER'S DIGITAL BODY LANGUAGE IS OBSERVATION. without the abitity

to view and aggregate the telltale signs of digital body language, no marketer

can use those signs to tailor their marketing messages and approaches. The
marketer must understand the buyer along five key dimensions to leverage digi-

tal body language most effectively. They correspond to the key questions about

a potential buyer that any sales professional would want to evaluate before

initiating a sales cycle.

» How ready to buy is this person?

» What role does this person play compared to his colleagues?
» How interested is this person?

» What type of message best resonates with this person?

» What information on this person would be useful to obtain?

To understand the people they were selling to, professional salespeople found
the answers to these key questions by observing the buyer’s body language as
they interacted. By observing that body language over time, the salesperson
could subsequently guide the sales process.

Today, that challenge falls to the marketer, who must answer a similar set of
questions solely by observing the buyer’s digital body language, which can be
discerned through four key elements:

» Buyer’s Stage—At what stage of the buying process is the buyer? Are they just
gaining awareness of leading solutions? Are they discovering options? Are they
validating whether the solution is a viable option for them?
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9 Buyer’s Role—Who is the prospective buyer? What role does he play in the buying
group—technical evaluation, user representative, economic buyer? Is he a potentially
strong advocate who can coach you internally? Is he looking for reasons to object or
simply not interested?

P Interest Level—How interested is the buyer? Is the interest a transient phenom-
enon, or has he been interested for a long period of time? What are the hot buttons
or sensitive issues?

#» Communication Preferences—How does this buyer find his information? What
types and styles of communication does he respond to? How frequently can you com-
municate with him without offending him?

Like a salesperson who is innately (perhaps even subconsciously) tuned into a
buyer’s physical body language, a marketer who can create a profile using a buy-
er's digital body language—a profile that provides consistent, predictive insight
into buying intentions—is significantly more aware of the buyer’s likelihood to
take any particular action in the buying process. The challenge of marketing in
this environment is to understand how to view and leverage the buyer’s digital
body language and optimize marketing efforts to each prospect.

WEB SITES AND MEANINGFUL URLS

The easiest way to work with a Web site’s insight into digital body language is through
the use of meaningful URLs. Avoid storing multiple distinct information assets on one
page or using incomprehensible strings as URLs. Instead, achieve the highest level of
insight into the prospect’s interests based solely on their path through your Web site.
You can configure your site in this manner using popular content management systems.
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UNDERSTANDING THE BUYER’S STAGE

To gain a clear understanding of what stage the prospective buyer is at, it helps
to roughly categorize each prospect into one of three stages. By observing the
buyer’s interactions, we can make educated assumptions about how to categorize
any potential buyer.

Awareness

The hallmarks of a buyer in the awareness phase are research and education.
To group prospective buyers into this phase, marketers need insight into the
specific and unique interactions that prospective buyers undertake to self-
educate themselves on the market.

It might be nice if the operators of rich sources of information about what
buyers are interested in—such as industry news sites and newsletters—would
share their data with marketers. However, they are, understandably, quite
hesitant to do so.

However, those sources can still yield useful digital body language in one mean-
ingful way: the referred visitor. Web sites can detect what previous site referred
the visitor to it through a link. This information starts to provide a very inter-
esting picture of the prospective buyer.

Action | Details

Referral from www.marketingsherpa.com
www.acme.com/SalesAlignment
www.acme.com/CaseStudies

Figure 1: Digital body language showing a Download Form: Case Studies
prospect being referred from an industry site.
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As you can see in Figure 1 on page 6, this visitor was referred to the Acme Web
site by clicking on a Marketing Sherpa article about sales alignment. Clearly,
this prospective buyer is exploring topics of interest around marketing, and
educating himself on ideas and concepts.

By carefully watching inbound referrals from relevant information sources,
we can accumulate a valuable source of insight for marketers looking to under-
stand their buyers’ digital body language.

Action I Details

Referral from www.youtube.com/ViralVideo
www.acme.com/ViralLandingPage
Download Form: Trial Download

Figure 2: Digital body language of a viral marketing Email Open: Thanks for Registering
campaign on YouTube leading to a trial download.

Awareness can also be more explicitly and proactively promoted, often in ways
that exploit the creativity of today’s best marketers. A viral marketing campaign,
for example, is a great way to generate awareness by blending a (usually) hu-
morous message with a smaller message to build marketing awareness about
the organization’s solution.

To derive the greatest possible insight that a viral campaign can provide, it
should be structured to drive interested recipients to take action that is visible
and measurable by the sponsoring marketer. However, burdensome processes,
such as filling out a form, can stifle the spread of the viral campaign. With Web
analytics, however, we can leverage a more passive way to understand the
digital body language of buyers who have learned about the solution through
the viral campaign.
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WEB SITE HOT SPOTS

Most Web site designs feature areas that provide an extra level of insight into buyer
behavior—such as sections with case studies or detailed product specifications. Make
sure you can view this traffic by area, rather than by individual page. Tagging these
pages with “meta” meaning will show you when a visitor views five case study pages
and seven product pages—rather than 12 unique pages. This aggregation is immensely
helpful in revealing a visitor’s digital body language.

Perhaps the best way to measure the impact of a viral campaign is to create a
purpose-built microsite that is specific to that campaign. Any traffic that hits
the microsite is directly caused by the viral campaign. Those microsite visitors
are showing the digital body language of a prospect at the awareness phase of
their buying process.

At the awareness phase, it may not be possible to capture individual names and
contact information of prospective buyers—and that’s a mental hurdle for tradi-
tional marketers. However, as you begin to build active profiles, understanding
which companies they are arriving from (via the referred visitor data) is a criti-
cal first step, especially in complex B2B sales environments.

Today’'s Web analytics are generally able to provide insight on which compa-
nies are visiting the microsite. If this is driven by a viral campaign promoting
awareness, it indicates that an individual at that company is in this phase of
their buying process.

Company | Visitors | Pages
Endeca 4 14
TriNet 3 12
ADP 3 1
Figure 3: Activity from companies showing a buying Cognos 2 9

event may be happening in those companies.
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Fortunately, many other marketing techniques used in awareness-building are
much less anonymous. For instance, Web-based seminars (webinars) focused
on thought leadership can focus on target audiences outside of the marketer’s
current prospect database. When a registration comes in from outside the
“house list,” that prospect is now identified. Their registration for a webinar
also identifies them as being in the awareness phase of their buying cycle.

The art of marketing using a buyer’s digital body language is to ensure that
this profile is highly usable in aggregated and single form. That means informa-
tion such as webinar registrations can be correlated with the other aspects of
digital body language previously mentioned to provide validity and confirm its

Event I Registrants

Dallas Breakfast @ 25

predictive value.

Singapore Event | 28

London Lunch 34

Person ITitle IDetails

lan Brown VP 3 Visits, 1 Search

Steve Heibein SVP | 3Visits

Figure 4: Marketing techniques such as events can Amy Marks Cl0 | 2Visits, 1 Download
be tied into f)qllne activity information to add to the Helena Lewis CMO | 1 Visit, 2 Searches
prospects’ digital body language.

Discovery

In the discovery phase, prospective buyers move from self-education about a
market to active exploration and discovery of potential solutions. This phase
can be a make-or-break inflection point for the marketer because this is the
point where the solution is either investigated further or eliminated from further
consideration. This is also a highly time-critical phase because a latent business
pain has been escalated and those who are tasked with solving it are actively
motivated to find a solution.
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E-MAIL AND RSS GIVE ADDED INSIGHT

Really Simple Syndication (RSS) is a popular way to distribute content on the Web—

in news readers or as components of “gadget” pages such as iGoogle. Integrate a relevant
RSS feed into your outbound e-mail initiatives and watch click-through rates to get a
better sense of your recipients’ interests—which may be slightly different than the main
content of the message.

The first step: look for signs that involve solution discovery and light research.
And the best place to look here is with search media -both paid and organic.
The fact is, most prospective buyers seeking solutions in a particular product/
service category will, as a first step, perform search queries on Google, Yahoo!,
or other search engines that reflect the manner in which they have categorized
that business challenge in their own mind.

Marketers are increasingly turning to search engine optimization strategies and
search engine marketing campaigns to target prospective buyers precisely at
this discovery stage of the buying cycle. They are engaged in a continuous battle
to ensure that whatever search term the prospect uses leads him to either a
sponsored-search advertisement or an organic listing for the vendor’s solutions.

The key, of course, is to know what search terms buyers are using to reach

your site. This provides a crucial aspect of the prospective buyer’s digital body
language. Simply by seeing the precise term or phrase the buyer entered into the
search engine to reach the corporate site and discover the solution offered, the
marketer can better identify the buyer’s interests and more deeply understand
which stage the buyer is at in the sales cycle.

Search Term | Visitors

Demand Generation 12

Marketing Automation 9
Figure 5: Overall trends in digital body language can Campaign Management 6
provide insights into what prospects are seeking when Lead Management 4

they discover your solutions.
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In a similar way, tradeshows are a time-tested way for buyers to identify
vendors that may be able to resolve the buyer’s business challenge/pain. They
provide a unified forum for engaging with multiple vendors in one location—
a level of efficiency that buyers find compelling. Many marketers invest exten-
sively in their tradeshow exhibits. In doing so, they capture lists of hundreds
or even thousands of contacts.

Of course, as every sales professional knows, tradeshow attendees are rarely
prospects ready to purchase a solution in the short term. However, tradeshow
attendance does indicate—at minimum—that the prospective buyer is gaining
awareness of a particular industry segment. Interacting with your organization
or responding to follow-up campaigns may indicate a prospect in the discovery
phase of their buying process.

Properly, fully, and effectively leveraging these digital body language signs
requires marketers to intelligently aggregate, integrate, and synthesize the
prospect’s offline and online behavior data. Without this linkage, it is difficult
or impossible to understand whether a prospect is a tradeshow visitor who was
motivated by booth giveaway, or if a prospect is, after learning about your solu-
tion, beginning to research it more fully.

RICH-MEDIA ASSETS AS HOT SPOTS

Flash, video, and other rich-media assets can play a central role in your Web site strategy
by keeping your prospects engaged and educated. If the rich-media asset runs longer
than a minute, make sure you tie it to your Web tracking so that you can see whether a
viewer viewed part, most, or all of the asset. This depth-of-viewing metric provides excel-
lent insight into interest levels.
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Validation

The solution validation phase typically leads a prospect to display very distinct
digital body language to what is seen at other stages of the buying process.
Prospective buyers are much more focused in their information-seeking process,
attempting to determine whether a short-listed solution can meet the specific
needs of their business challenge. The digital body language includes signs of
objection-based research, deep technical evaluation, solution trial, economic
investigation, and solution comparison.

Fortunately, these activities translate into relatively easily discernible clues

for marketers who know what to look for. In fact, many solution-validation
activities take place on or surrounding the vendor’s own Web site. Many orga-
nizations see heightened activity with their detailed product information and
evaluation guides. Repeated visits by multiple individuals from the buyer’s or-
ganization are another strong indication that a prospect has reached this stage.

Another ideal source of digital body language in the validation phase is the
terms that prospective buyers use searching on Google, Yahoo!, or other sites. As
he moves from discovery to validation, the searching style steadily evolves from

Action I Details

Blog Referral:
Comparing Demand Generation Systems

Webinar Registration: Demo

www.acme.com/ProductDetails

Dowload Form: Free Trial
Figure 6: Digital body language of a prospect in

the validation phase shows a deep interest in product www.acme.com/HelpDocumentaion
details, a free trial, and documentation.
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a broad wandering to a much more focused path. These terms can provide great
insight into the buyer’s stage and intentions. Looking for clues such as whether
the search term represented the general pain, the solution category, or the ven-
dor’s name can give a clue as to where in the buying process the prospect is.

Prospective buyers in the validation stage also seek out significant literature
(such as industry articles and analyst reports) on blogs or Web sites. Most often,
these “research searches” center on comparative or evaluative information.

For marketers, the changes in the buyer’s digital body language present impor-
tant opportunities to streamline and facilitate the buyer’s access to appropriate
industry information. It's essential to clearly understand how the prospect uses
each piece of information. By gaining that clear understanding of who looks at
what, when it's looked at, and what that action means, marketers begin to grad-

ually piece together the buyer’s digital body language of the validation stage.

UNDERSTANDING EACH BUYER’S ROLE

To properly interpret digital body language, marketers must first understand

the range of buyer roles and match them to different individuals in the buyer
organization. A sales professional carefully observes the room to see who defers
to whom, who asks what questions, and who is interested in what topics to
understand who is acting in what role. It's the same for the marketer who is
filtering through the data of digital body language.

Different sales methodologies use varying terms that have subtly different defi-
nitions, and each vendor will use some variation of these roles, depending on
their own sales model and value proposition. However, at a high level, there are
typically four major buyer roles that factor into most complex sales situations:
economic, user, technical, and coach. Using digital body language, the marketer
must isolate the different participants and assign them to one of these roles so
that messages can be appropriately crafted and tailored to each individual—
just as if they were physically present in the same room.
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The Economic Buyer

This buyer is the gatekeeper to the budget and evaluates projects from an ROI
perspective. Some of the most relevant aspects of digital body language—from a
marketing perspective—are case studies, client examples, and financial models
that showcase the ROI of the vendor’s solution, marketing assets that are easy
to identify and define. Web analytics make it easy to quickly identify the digital
body language of an economic buyer.

It is more challenging to identify economic buyers because they are also inter-
ested in the longer-term aspects of a project, such as total cost of ownership
(TCO). That can lead them to investigate such things as the vendor’s viability,
the makeup of the management team, or the likelihood that a solution vendor
may be acquired. Economic buyers often examine these facets from a perspec-
tive of risk. If the vendor goes out of business, loses a key executive, or is
acquired, they must anticipate the effects on the project.

Action l Details

Search: “acme pricing”
www.acme.com/ProductLevelComparisons
Download Form: ROI Calculator

Email Click-Through: MegaCorp Case Study
www.acme.com/CaseStudy_FinanceCo

www.acme.com/CaseStudy_BuilderCo
Figure 7: Digital body language of an economic
buyer shows a focus on ROl and case studies in order Download Form: Analyst Review
to understand the value of the considered solution.
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The User Buyer

This buyer's role is to evaluate the operational impact of the proposed solution—
how will it be used on a daily basis and who will it affect? Their information
needs are much different than the economic buyer’s and will betray a distinct
digital body language. He generally explores the hands-on aspects of the
vendor's Web site—such as trials, demos, user documentation, downloads, and
similar assets.

User buyers also like to consult with peers through user groups and community
sites to learn about the experiences and gain the perspectives of others who
have implemented the proposed solution. Because their investigations can be
quite extensive and granular, they often present a rich trove of digital body lan-
guage data. However, marketers must be careful about the extent and frequency
with which they ask the user buyer for the same information. Marketers should
carefully capture information on the user buyer’s investigation and quickly
integrate it into the buyer’s profile—all in a way that does not impede access to
needed information.

Action l Details

Download Form: Free Trial
www.acme.com/ProductDocumentation
Customer Community: Signed Up

. . Email Click-Through: Tips & Tricks
Figure 8: Digital body language of a user buyer

shows an interest in the customer community, and o
experimentation with a product in order to better Blog: Acme Afficionados
understand the user experience.
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The Technical Buyer

The technical buyer brings specialized expertise to the evaluation team and
analyzes the proposed solution from the perspective of feasibility. He is much
more likely to devote much of his investigative time to understanding specifica-
tions, technical details, implementation and integration challenges, and expected
project challenges in any transition to the new solution.

In many instances, technical buyers don't have ready access to the required
information so they may spend a more significant amount of time searching for
information. Well-executed search engine optimization techniques can enable
the marketer to identify the technical buyer based on objection-oriented search-
es. If the solution on offer involves a product that can be tried or demonstrated,
the technical buyer is very likely to lead or play a major role in such a trial.

The Coach

In traditional sales cycles, the coach in the buying process is often easily
identifiable in the room through his strong personal relationships with peers
and the vendor along with a palpable eagerness to see your solution imple-
mented. However, even in the online realm, marketers can interpret a site
visitor’s digital body language that allows them to identify potential coaches
earlier in the process.

Action I Details

Download Form: Case Studies
www.acme.com/CaseStudy_FinanceCo
Email Forward: Case Study - FinanceCo
Email Forward: Case Study - ManufacturingCo

Figure 9: Digital body language of a coach shows a Tradeshow Attendance: With 3 colleagues
trend of internal promotion of a solution.
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Perhaps the clearest indicator of the enthusiasm that coaches bring to buy-

ing cycles is the internal propagation of your messages. Forwarding e-mails to
peers and executives within the organization—or downloading marketing mate-
rial targeted at facilitating this type of internal promotion—are both excellent
indicators that the prospect can play the coach’s role in the buying process.

UNDERSTANDING THE BUYER’S INTEREST LEVEL

Now that we understand the roles/categories that different participants in the
buying process have, we want to understand the intensity of their interest. Once
again, digital body language—Ilike its physical counterpart—can yield solid,
predictive clues about interest levels. First, it's important to recognize that it is
entirely appropriate and expected for a prospect’s interest level to evolve and
change over time, depending on the internal dynamics and events at the pros-
pect’s organization. There are three main dimensions that help us quantify the
prospect’s current level of interest.

Recency

The timing of events in a buying cycle is as important as the events themselves,
which makes it important to understand prospect-profile data from a temporal
perspective. The same download or page load can mean very different things

at different times in the sales cycle. For instance, the download of a very basic,
introductory data sheet after several months of interest may indicate that a new
buyer has joined the evaluation team.

What's more, the freshness of the data you receive to analyze is critical. The
same data, three months, three weeks, or even three days out of date, is signifi-
cantly less relevant to understanding a prospect’s interest in engaging in a sales
conversation. It's critical to ensure that all data on prospects flows in real time
into a comprehensive profile of prospects, and is available in an equally real-
time fashion.
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Frequency

How often does the prospective buyer engage with your marketing message?

The answer contains an important element of digital body language and is a key
indicator of his current level of interest in your solution. As you use digital body
language to evaluate prospective buyers and understand their roles and stages
in the buying process, it is also important to monitor their patterns of engage-
ment over time. For instance, a sudden spike in activity tells a very different
story than a steady pattern of low-level interest, even though the aggregate level
of activity over time may be the same.

An accurate profile of interaction frequency requires you to efficiently capture
and integrate all interaction points—online or offline. The accurate assessment
of interaction frequency can only be achieved by aggregating all relevant interaction
points within one comprehensive prospect profile.

Depth

In most sales cycles, the depth of engagement by the prospect is, in many ways,
the most accurate and actionable metric of a prospect’s interest. The question is
simply: How deeply does the prospect interact with your assets and resources?
This depth can vary significantly and betray vastly different levels of interest—
from “tire-kicker” to committed buyer. Naturally, the more deeply a prospect
engages by acquiring more of your content, the more interested that prospect is
and the more open he is to engagement with your sales organization. Likewise,
if a prospect engages more deeply with one area of content than another, it
clearly shows an interest leaning in that direction.

Too often, however, this dimension of the prospect is not accurately captured. A
seamless tie between outbound marketing and the Web site is needed to ensure
a proper capture of that depth of response. It can also require additional up-

front efforts to ensure that marketing assets, even such self-contained assets as
Flash demos, are correctly configured to accurately reflect the depth of usage by
a visitor. For example, the difference between a buyer who viewed a Flash demo
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passively for a mere 30 seconds, and a buyer who interacted with the Flash
demo in numerous ways over a five-minute period is clearly significant.

SEARCH REBRANDING LEADS TO GREATER INSIGHTS

Kadient is a leading vendor of sales-knowledge, RFP, and proposal-generation soft-
ware, using a free trial strategy that enables buyers to better experience the product’s
value and positively compare Kadient to other possible solutions. In order to reflect
their evolution from a niche, premise-based solution to a broader software-as-a-
service solution, they undertook an ambitious rebranding from its prior name—
Pragmatech. In doing so, they realized that a significant effort would be needed to
ensure that the search engine optimization work they had put into the Pragmatech
name would carry over to the new name and new URL. They ended up, however, real-
izing some much deeper insights into how their buyers found them.

As they optimized their search efforts to the new name, the Kadient team made care-
ful observations of the digital body language of the prospect who found their way to
their site and also the ways in which the broader universe sought information on sales
challenges. Kadient quickly realized that they had been optimizing against terms such
as “sales effectiveness”, which reflected their solution, but the broader market was
seeking help with “sales coaching”.

Armed with this insight, the Kadient team realized that they could tap into a new
opportunity. By explaining to prospective buyers, who were searching for “sales coach-
ing” why they should think about the more than just a glib guy in a suit giving an inspi-
rational session, Kadient was able to engage with a much broader audience and make
them aware of the Kadient solution.

By analyzing the digital body language of its prospects, Kadient quickly identified a
broad new opportunity for market awareness and education, and has begun to engage
with buyers who may not have even initially realized that the problem they were
wrestling with could be solved by a solution such as Kadient’s.
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UNDERSTANDING COMMUNICATION PREFERENCE

Digital body language holds the key to a marketer’'s understanding a prospective
buyer’s stage in their buying process, what role he plays, and how interested he
is. Similarly, it is no less important to understand how the prospective buyer
prefers to receive information they require to make their decisions.

Failing to understand these communications preferences makes it unnecessarily
difficult to have messages reach prospects and ensure they are received and read
at the right times. The three aspects of communication preferences that digital

body language can provide insight on are media type, style, and frequency.

Media Type

Although each stage of the buying process is characterized by a set of marketing
vehicles and media types that are used more frequently, marketers must also
pay attention to what vehicles and media that buyers prefer. Some buyers want
information through RSS feed readers, while others prefer e-mail. Some buyers
prefer direct mail but others want podcasts. Some buyers will attend trade-
shows while others are avid readers of industry analyst reports.

Capture the digital body language of your prospective buyers across all media
types and communication vehicles to ensure you understand each prospect’s
buying signals—regardless of where they are shown. At the same time, you want
to ensure you can connect with each individual involved in the buying process.

Ideally, marketers want to identify this preference early in the buying process.
That helps ensure that as buyers progress through the solution discovery and
validation phases, that marketing messages have a better likelihood of being
favorably received and that marketers are well-informed of their buyer’s com-
munication preferences.
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Style

As with media types, marketers will find that different prospects appreciate
different styles of communication. Some prefer rich graphical communications,
but others prefer a more straightforward text-only style. Many prospects like

a writing voice that is more educational, while others demonstrably respond
better to sales-oriented messages.

Although subtle, this style preference is likely to shift as the prospect progress-
es through the buying process. However, it will always be skewed to his personal
preferences for inbound vendor communication. This is a data-driven phenome-
non that can be objectively understood by observing their digital body language
as they interact with your marketing messages throughout the buying process.

Frequency

The frequency with which marketers communicate with the prospective
should—appropriately—show large shifts throughout the buying process. As
the prospect becomes more familiar with and engaged with the vendor organi-
zation, their comfort increases. A more frequent communication style is more
likely to be welcomed without leading the prospect to abruptly disengage.

Monitor a prospect’s progression through the sales cycle by profiling both the
communication frequency and the associated responses. By using this metric to
better understand their level of engagement, you can begin to see whether the
current frequency is properly calibrated.

While the level of acceptable communication frequency changes during a buying
process, it is by no means an airtight indicator to guide communications with
any one individual prospect. It is, however, very useful to monitor the digital
body language of prospects at each stage of the process based on the frequency
of communication. For instance, if the digital body language shows an attenu-
ation of interest when communication frequency is higher, it indicates that it
may be beneficial to recalibrate communications at that stage to other buyers in
the future.
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Understanding Constituent Interest

The Center for American Progress and its sister organization Center for American
Progress Action Fund are think tanks focused on raising awareness on a variety of
issues, from health and government to the environment and foreign policy. Their prod-
uct is the distribution and adoption of their ideas. CAP/CAPAF markets issues-focused
events, policy papers, and online publications to sub groups of their overall constituent
base with an interest in that particular topic and their level of influence. As such, they
need to be very in tune with the interest areas and focus of their constituents.

To gain this insight, they turned to digital body language to provide a deeper under-
standing of the interest areas and depth of their audience. Each person in the audience
manages their own preferences indicating interest in two dimensions. First, the topics
of interest; Iraq, economy, environments, etc, are selected, and for each topic of inter-
est a depth (somewhat interested to very interested) is selected. Secondly, the user
controls their subscription to an array of regularly generated products including daily
cartoons, weekly newsletters, monthly reports, and ad hoc alerts.

With this understanding of the constituents’ stated interests, CAP/CAPAF manages
their outbound communications. However, in analyzing their data, they look beyond
this to understand the actual interest patterns shown by individuals as compared to
their stated interests. For example, if a constituent displays an interest in the mortgage
crisis, CAP/CAPAF would provide related links to other housing issues or other domes-
tic policy topics in order to better understand the drivers of the constituent interest.

In communicating with their constituents, CAP/CAPAF uses their understanding of the
actual interest patterns of their constituents to ensure that they market each issue-
focused event, newsletter, or action campaign to the right sub group of their constitu-
ents based on actual, current interests. The goal is to increase the quality of the rela-
tionship between CAP/CAPAF and the constituent by providing more of what they want
and less of what that person thinks is clutter. Sending less email helps the remaining
communications stand out more.
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THE AGGREGATED PROSPECT PROFILE

A marketer’s ability to more fully leverage digital body language and under-
stand where buying organizations are in the buying process is predicated on a
comprehensive real-time profile of each buyer’s digital body language—including
the ability to see all aspects of digital body language, across all relevant media
types, in real time. Without it, the marketer is blind to telltale signs of who he is
marketing to and what that person would be interested in learning.

At each communication touchpoint, marketers must first think about how that
touchpoint and its response can be monitored in ways that provide richer insight
into the digital body language. How will I track this and what will tracking it
reveal? What's more, each investment in understanding digital body language
must build on preceding efforts in the sales cycle to create an increasingly com-
prehensive profile.

ONCE THE PROFILE IS CREATED, THE MARKETER CAN ANALYZE IT TO UNCOVER
THE G432 (LML, LRg INTO THE BUYING PROCESS AND DECIDE HOW THE
COURSE OF COMMUNICATIONS SHOULD PROCEED. That requires the individual

insights in the prospect profiles to be distilled to a granular level that is action-
able. This is where lead scoring becomes critical.
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BUYER PROFILING FOR MICRO SEGMENT

For one of its key data-management products, Sybase 1Q, Sybase needed to engage
with a specific set of its customers: “the data elite”—people who needed fast response
times in a solution to tackle extremely high volumes of data. The Sybase 1Q product
leveraged a new approach to data storage and querying that resulted in performance
improvements of many orders of magnitude. The target buyers, however, in many
cases were not aware that such a solution was possible, and may have been grudgingly
purchasing ever larger hardware in order to tackle the problem.

To connect with this audience, the Sybase team leveraged the naturally competitive
nature of administrators of huge volumes of data, and their desire to compare
themselves against their peers. The campaign targeted a scrubbed list of existing
Sybase contacts and asked them for information on the extreme challenges they were
tackling—data volume, response time, or both. Based on their answers, one of three
cartoon icons guided them through an information-gathering process where they were
ranked as a Pro, an Expert, or Elite by comparing them to their peers.

With this basic knowledge, the campaign guided them through five stages—from
collecting basic information through to fully engaged, through sharing thought
leadership from industry gurus and case studies of similar professionals becoming
corporate heroes through delivering massive performance increases. At each step,
the content and detailed information provided was tightly matched to the individual's
biggest challenge and rank. By observing their interactions with available content,
the campaign transitioned the customer from one buying stage to the next.

By cultivating that competitive spirit among database experts as to who tackles the
larger data challenge, Sybase engaged with the “data elite” in ways that enabled the
company to better understand who would be an ideal audience for the product. By
catering to this competitive spirit, Sybase was also able to develop the opportunity to
present to them possible solutions, that they had never thought possible, to a very real
challenge they were having.
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w hen a sales professional leads a sales call with an important

pTOSPECt. today’s he gathers a wealth of data. To his trained eye, each frown or
furrowed brow conveys an important message he ignores at his peril. The slouching
postures, crossed arms, raised eyebrows, and deferring glances all demonstrate

the power dynamics of the attendees. The sales representative’s ability to detect and

decode these many different data points is a predicate of his success.

That same challenge exists in the online world as well: understanding the
subtle, implicit communications cues from buyers—the digital body language.
Fortunately for marketers, the volume of granular data points that a prospec-
tive buyer presents is staggeringly large. The art lies in the marketer’s ability
to draw meaning from that data and build meaningful predictive models that
reveal, rank, and categorize the qualified buyers. In digital body language, this

means lead scoring.

HOT OR NOT: THE BASICS OF LEAD SCORING

The smartest way to start scoring leads is with a simple, basic approach. Look at raw
activity (such as total pages viewed or total visits) to calculate a basic implicit score.
Use simple data (such as title, industry, revenue) to determine a basic explicit score.
Together, these two scores yield a reliable indication of interest. Only after you have
your sales team focused on good, solid leads should you start to tweak and optimize the
scoring algorithm.

Through lead scoring, marketers aggregate, process, categorize, and digest the
wealth of profile data and present clear and accurate conclusions regarding who
the hot prospects are. Lead scoring starts with the answers to three important
questions:his book’s framework.
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1. What Dimension are you Analyzing?

Are you evaluating the buyer’s role or the phase of the buying process? Each of
the different dimensions for gauging buyer interest discussed in Chapter 4 re-
quires a different approach. Merely attempting to integrate all of these relevant
aspects into a single dimension will create major frustration.

The most common dimensions to score against are the four main areas of pros-
pect profiling: the stage in the buying process, the buyer’s role, the demonstrat-
ed or expressed level of interest, and communication preferences. Each of these
has its own nuances and challenges, but collectively, the key approaches in scor-

ing will become apparent.

/ L\\ \\\\\
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o eference

\ i -

Figure 17: The common dimensions on which scoring is done.

Once a prospect universe is scored along multiple dimensions, it can often be
instructive to combine multiple dimensions, such as role and interest level, into

a multi-dimensional view that provides additional insight into targeted buyers.
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2. Are you Using a Spectrum or Categorization?

Lead scoring implies a spectrum of scores, continually increasing as a prospect
increases his engagement and activity. Although this can be true in many in-
stances, other lead-scoring approaches can also be helpful in categorizing and
aggregating prospects into one or more groups, such as topic of most interest,
or stage in buying process. Spectrum-based and categorization-based scoring
routines require substantially different approaches, so upfront clarity can be
beneficial in achieving desired results.

Level of Interest (spectrum) |

Area of Interest (categorization)
Product A Product B Product C

Figure 18: Spectrums and categorization for scoring.

LEADS TO SALES: A HOT LIST

Handing off scored leads (“marketing-qualified leads”) should start with a simple,
effective process. A nightly e-mail “hot list” of leads—names with good activity or good
scores—is a great start. Sales reps will still rely on their intuition to determine which
individuals to call, so airtight accuracy isn’t necessarily the goal. By sending the hot list,
you enable sales to gain insights into their prospects’ digital body language before they
make their initial contact.
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3. Time

In almost all situations, time is an exceedingly relevant component of a scoring
algorithm. For motivated buyers, factors such as a prospect’s level of interest
or stage in the buying cycle can move quickly—even in the span of a few weeks.
Conversely, a prospect’s role in the process or communication preference are
far less likely to change quickly—or at all—over time. When scoring for longer
term strategies such as communication type and messaging choice, it's key to
ensure that the knowledge of this buyer’s preferences are maintained over the
long haul. The impact of time on the dimension you are scoring is critical to the
accuracy and predictability of scoring algorithms

WHAT DOES IT ALL MEAN?

EVALUATING DIGITAL BODY LANGUAGE

Once marketers understand the dimensions they are evaluating—spectrum or a
categorization—and the corresponding effects of time, they can begin to deter-
mine how to evaluate prospects through a five-step process.

1. Marketing Asset Evaluation

Evaluate the insight into the dimension that each marketing asset can provide.
A thorough cataloguing of marketing assets—and the nuances of digital body
language they can reveal—often highlights surprising insights. At each point
that prospects interact with the organization, ask the following questions:

» In what ways can a prospect interact with this marketing asset? For exam-
ple, an e-mail can be opened, forwarded, and clicked-through. Each of those
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interactions can be performed multiple times.

» What does each interaction (likely) reveal about that prospect? Does it pro-
vide insight into their area of interest? Does it declare how they like to be
communicated with? Can it show what calls-to-action catch their eye?

» Can the marketing asset provide different insights if aggregated into a larger
group? As any statistician would agree, one individual response to a monthly
newsletter may not show much actionable insight. But a sustained level of
some activity over a long period of time shows a prospect who is maintain-
ing awareness of an industry or a solution. What's more, multiple prospects
interacting with the same asset and responding similarly create a height-
ened level of validity for the predictive properties of that asset.

P Can the marketing asset provide different insight if broken down into small-
er units? A Web site visit of 10 pages shows a certain level of interest, but
breaking the site down into categories of content affords a greater level of
insight into what type of buyer the prospect is, or what area they are inter-
ested in. For example, if the 10 pages were technical product specifications
on Product A, we could safely conclude that the visitor is a technical buyer,
interested in Product A.

Assign a numeric score for each interaction with a marketing asset that a buyer
can have, reflecting the significance you assign to that buyer’s action. Generally,
a scale of 0-100 is instructive, so perhaps each action can be worth 5-20 points.

As each marketing asset is catalogued and understood, larger trends will
emerge concerning the marketing assets as a whole. Seek commonalities among
different assets and bundle together into larger categories those assets that
generate similar insights into the prospect’s digital body language. Remember,
this scoring is generally not cumulative. For example, if the marketer assigns

a value of 10 points (out of a maximum of 100) to a white paper download, it
would be inappropriate to conclude that 10 white papers mean the prospect is
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valued at a perfect score of 100 points.

For each category of overlapping items, decide on a maximum score for that cat-
egory. This means that the contribution of individual items in that category can
only add up to a “category maximum.” This allows each item to contribute indi-
vidually to its full extent without improperly skewing the score if the prospect

is unusually active in one particular category.

Explicit and Implicit Scoring Split for Better Insight

Once your basic scoring is in place, it's a good idea to split that score in two: explicit
(title, role, revenue) and implicit (level of interest, visits, marketing response). Even a
very rough view of this data gives sales reps a good way to prioritize their leads. Present
both scores so they can quickly see who is the right person and who is interested.

BUILDING YOUR MATRIX

For each marketing asset, identify the dimensions that matter most to your
lead scoring. They might be job role, purchase timeframe, frequency and/or
recency of Web site visits, location, or industry. Then assign scores to each
dimension. For instance, a job title can earn 1-5 points. A VP title earns three
points, but a manager title only earns 1. A New England location earns 2
points, but a West Coast location earns 5. Finally, aggregate the point totals
and create “break points” that categorize a lead into an A, B, C, or D grouping.
This helps you understand which assets generate which responses from dif-
ferent roles in the sales cycle.
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0O 1 2 3 4 5 6 7 8 9 10

Job Role | A A Ld
(0-5pts) |

Responded to | | | | | [ . . | 4
Campaigns
(0-10pts) ‘M
Attended Events | : ! A I l | Ly
(0-10pts)

Industry i
(0-5pts)

Trial Download | 4 : ! L
(0-5pts)

Figure 19: Building of a matrix for scoring prospects based
on a few criteria.

Time-Based Modeling

Once scores for each marketing-asset interaction have been allocated, it's time
to evaluate how to handle the element of time. There are three main approaches
to modeling time in a lead-scoring algorithm:

p Historical All-Time—This simply ignores the impact of timing from the
scoring algorithm, and the prospect’s full history is used to calculate a
score—whether the activity spans weeks, months, or years. Data collected
months or years ago is considered equal to data collected as recently as yes-
terday. This philosophy should only apply when time is not seen as a factor
in gauging prospect interest or where lengthy intervals of data provide more
insight than brief spikes in activity. For instance, communication preference
is a dimension where historical all-time scoring is very relevant because it is
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disconnected from particular interests or ongoing projects that might drive
purchase decisions.

» Single Point of Interest—This approach captures one defined and recent
point of interest, excluding all prior data points to clearly highlight the key
point of interest. This algorithm looks within a minimum timeframe (e.g. 30
days) for a point of interest. All scoring is limited to profile data collected
within that minimum timeframe. This approach can be useful in identifying
specific buying events, or interest upticks using scoring, but since it is lim-
ited to recent events, no historical profile of a prospect is built. Think of as
more like a snapshot than a timeline.

» Recency and Relevance—This model leverages the entire data history but
applies a positive weighting to events that are more recent. All historical
events and interactions are captured, but over time are subject to differ-
ent “half-lives” to reduce their value over time—sometimes to a fraction of
their original value and sometimes even to zero. Scores for recent events are
added without any aging/decrease. This approach is ideal for prospecting
models where a buyer’s interests may change over time.

SOURCEFIRE

Open Source Marketing Ecosystem

As a leader in network security solutions, Sourcefire had both an opportunity and a
challenge. Their freely available and popular open source SNORT® intrusion prevention
system drove significant awareness and interest, but for their sales team to be most ef-
fective, they needed to engage with only the leads who were likely to purchase a com-
mercial offering. To enable this, Sourcefire’s marketing team had to enable prospective
buyers to progress through the maturity spectrum and identify those who were ready for
sales engagement.
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With leads categorized in A, B, C, and D leads, the Sourcefire team did an interesting
thing; A and B leads were im mediately handed to sales, but the entire lead funnel was
opened to them. Sales professionals would occasionally notice a D lead in a key account,
and use the non-qualified lead as an opportunity to begin a relationship that would be
valuable when the lead matures to a later stage.

Leads that were not picked up were nurtured over time, and with dashboard metrics

on lead population by level, they were moved slowly down the funnel. Each nurturing
campaign was measured on its ability to transition leads between the stages. With this
overall marketing structure in place, the Sourcefire marketing team proudly points to two
key data points as measures of its success; their sales team has stopped screaming for
more leads, and most recently they achieved year-over-year quarterly revenue growth of
42% in 2Q08 over 2Q07. Both of which, of course, are great accomplishments for any
marketing organization.

CATEGORIZATION OF OUTPUT

If your dimension-scoring results in a categorization, it can be tempting to con-
clude that this scoring algorithm is not as effective as a spectrum. Most mar-
keters, however, who build a scoring algorithm that segments prospects into a
number of categories, find it very effective to use the above heuristics for each
of the categories. Handling time is generally identical across all categories, as
are the general sizes of each increment of scoring (to allow balance and easier
comparisons). Each category is then scored uniquely, and the category with the
maximum score is retained as the selected category.

Even in a dimension with a spectrum of scores, such as interest level, most

marketers find it useful to group the scores into A, B, C (or hot, warm, or cold) to
improve coordination of differentiated processes for prospects in each category.
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Awareness Discovery Validation Post-Purchase

HAT Rating

SPOI Last
SPOI Initial

Figure 20: Interest over time of a prospect shows numerous points of
interest throughout the buying process. Comparing HAT and SPOI rat-
ings gives a clearer view of actual interest level.
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A buyer’s interest has a natural variability over time. It can be helpful
to analyze these variations to identify statistically significant upticks in
buyer behavior. By comparing a SPOI to a Historical All Time score, you
can see when a prospect is flashing stronger “buy” signals.

PROCESS DEFINITION OR HAND-OFF

Each prospect is a dynamic entity within his or her own world. Interest levels
in a solution may rise and fall. Transient internal events that can drive buying
processes come and go. But the effectiveness of your sales team is—more than
ever before—driven by how accurately your marketing team identifies the nu-

ances of digital body language that correspond with these peaks of interest or
buying signals—and the proceeding to quickly deliver the right information to
that prospect.

As a result, process has an unusually prominent role in lead scoring. Sometimes,
your scoring process will lead you to guide the prospect back to a nurture cycle.
At times, it will guide you to change the topics, media, or approach that you use
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to communicate information to the prospect. Other times, it will hand the pros-
pect off to a field sales team for further engagement. Regardless, a lead-scoring
process is only as valuable and effective as the hand-off process that it sup-
ports.

What makes this important and relevant is that handoff points may not be en-
tirely driven by a single dimension of scoring. Consider, for example, the hand-
off of a lead from marketing to sales at a point where marketing has determined
the lead is qualified. Ideally, marketing and sales agree on the definition of what
it means to be “qualified” and marketing works to create “marketing-qualified
leads” (MQLs) that it passes to sales who accepts the leads and begins to work
them.

An MQL, however, might not fall along a single dimension such as interest level
or role. It might, in fact, be a combination of more than one of these. For in-
stance, sales may require a lead to exhibit a level of interest above 50, a person
interested in Product A, and a certain role before it accepts the lead. As a result,
the process handoff has to reflect multiple lead dimensions in the scoring.

TERRACOTTA:

Lead Scoring a Buyer’s Journey in Open Source

As a leading open-source software company, Terracotta has a challenge that most mar-
keters would gladly choose to manage: too many leads. However, that wealth can create
problems when you only have a few direct sales professionals. Those leads were gener-
ated from interest in a very strong, full-featured, open-source version of its software—but
which were ideal prospects to target for commercial service offerings?

The Terracotta marketing team turned to lead scoring to allow them to understand the
process their buyers went through in understanding and evaluating their products. First,
they categorized the buyer’s journey into a path called RESITD—Recognize, Evaluate,
Sample, Integrate, Test, Deploy. Lead scoring was used to categorize each buyer in this
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buying path. The key metrics of each phase differed, depending on the likely approach a
buyer would have:

» Recognition: Awareness metrics such as the number of visits
» Evaluate: Reading of introductory documents on Terracotta benefits
» Sample: Downloading of the Terracotta open source product

» Integrate: Forum activity, application-specific integration documents, or downloading
of pre-packaged integration modules

P Test: Reading of detailed tuning guides, sample test plans

» Deploy: Reading deployment guides, reading about enterprise subscription or deploy-
ment services, and “phone-home” capabilities in the software itself

This framework allowed Terracotta to map and guide the buyer’s journey, even in an en-
vironment where direct interaction with the end purchaser was quite rare. Sales profes-
sionals at Terracotta were provided with deep insights into the buyer stage for each of
their accounts, and were sent real-time notifications as buyers progressed from one stage
to another.

Over 6 iterations, the Terracotta team continually refined their algorithms for understand-
ing their audience. Insights such as a tight focus on recency and frequency as factors in
evaluating any sign of interest came from this iterative refinement process. Evidence of a
need for the high scale clustering software that Terracotta provides could be deemed out
of date if it was more than a few months old, due to the changing nature of buyer needs.
This detailed, automatically-created map of a buyer’s journey allowed their sales team to
focus on the key prospects who were ready to move forward with a purchase, and allow
marketing to guide the evolution of the others.
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ANALYSIS, OPTIMIZATION, AND REFINEMENT

Scoring and qualifying leads along multiple dimensions is an ongoing, evolving
process—a sort of simultaneous equation. To enable it to evolve in an optimal
fashion, we must measure what's working and what isn’t so that optimizations
and refinements can be made. The first step: understand the endpoints that

the marketer is seeking to shape. Whether it's an increase in sales-accepted
leads (SALs) through better qualification, an increase in campaign effectiveness
through better prospect targeting, or greater market share through real-time
identifica tion of buying events, the goals you pursue change the measurements
you employ.

After you decide the goal you are measuring, compare the raw, non-categorized
scores to the results. This affords two opportunities to optimize the scoring: the
algorithm itself and the breakpoints at which one process is chosen over an-
other or the lead is handed to sales. With the raw scoring data and the results,
it's easier to see the strong correlations between leads that received high scores
and resulted in successful sales. High correlations, of course, give the marketer
greater confidence in the lead-scoring. If high correlations are absent, it's likely
the algorithm needs refinement.

When is a lead good enough to hand over to sales? What is the right break point
for choosing one follow-up process (vs. another)? When is the ideal point to
hand the lead to sales? This is the second optimization point for the lead-scor-
ing model. If there’s a strong correlation between lead scores and success, many
marketers will actually tweak the break point to optimize the overall process. It
might actually be desirable to lower the breakpoint/threshold in order to fill the
sales team's funnel (even if the leads are of slightly lower quality). Or it may be
more desirable to raise the bar for hand-off to sales so that a smaller team can
focus on higher-quality opportunities.
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FORRESTER RESEARCH:

Lead Scoring on a Content Rich Site

Forrester Research has an extremely active website due to the high value research on the
site. The research they provide is read by hundreds of thousands of people. Intermingled
in this traffic, however, is a group of qualified prospects for the Forrester research sales
team. The job of discovering the qualified prospects among this crowd fell to the For-
rester marketing team.

To do this, the marketing and sales teams carefully planned and categorized what would
make an ideal prospect. Forrester markets based on 21 profiles of research interest, cat-
egorizing their prospect community into interest roles such as CMOs, CIOs, and eBusi-
ness Leaders. Each of these is associated with specific research articles on their website.
This information, in combination with company size and industry information, allowed
Forrester to reach an agreement with their sales team on the ideal prospect.

The Forrester marketing team queried 50 members of their sales organization—from
reps to management to understand what a lead was to them, how they judged them, and
what information was most relevant to them. From this, and based on their assessment
of the research articles on their website, they built, and gained agreement on, a scoring
algorithm that scored prospects uniquely against each interest profile.

The leads were ranked as A, B, C, or D leads. A and B leads were passed to sales, C and
D leads were nurtured with offers of research in a carefully constructed program. From
this starting point, the sales team was engaged in a quarterly review cycle. Each quarter,
the marketing team presented aggregate data on the results (number of A and B leads
generated) and engaged sales in detailed discussions on algorithm adjustment. Each
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proposed adjustment was then used to rescore the entire quarter’s leads to understand
how the numbers and scores would have worked out had that been the algorithm.

Through working with sales to optimize the process, Forrester was able to learn some
critical elements and make adjustments. For example, Forrester built in a “locking” rule
to ensure that once a lead was marked as an A or B lead and passed to sales it was not
to be rescored for a 90 day period in order to allow sales sufficient time to follow up with
it without seeing score changes due to recently viewed content as activity contributed to
a score only for a short duration. Similarly, adjustments were made to the relative contri-
bution of company size and industry to ensure that prospects with no ability to purchase
were not passed forward regardless of their level of activity.

Continued optimization of the process allows Forrester’s sales and marketing teams to
continually refine their mutual understanding of a lead, and focus on efforts that best
contribute to the flow of high quality leads to sales.
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M ARKETERS HAVE IT BACKWARD Historically, with complex products

and services, most marketers have aspired to lead a prospective buyer through
a progression of steps and phases, ultimately resulting in a purchase. Increas-
ingly, that model has no place in today’s complex sales. Today, buyers are driv-
en more by internal events inside their own organizations that compel them to

initiate and undertake the purchasing process. They're the ones with control —

and they have no use for a marketer-defined sales cycle.

Marketers must continually refine their abilities to identify a prospect’s stage

in the buying cycle and associated buying interest and ensure that the prospect
receives the corresponding message that is appropriate based on those stages
and interest levels. Failure leads to a process mismatch where an “early” pros-
pect can be deemed unqualified and dropped from a sales funnel simply because
it was not in an active buying cycle at that moment.

But that lead still has important value. How should marketers handle the “not-
quite-ready” leads that may blossom later? The answer is “nurture marketing”

— a thoughtful strategy to stay in front of prospects, present relevant messaging
that elicits responses, keep the dialogue going, and monitor for changes in buy-
ing interest that might signal movement to a next step in the buying process.

TRADESHOW OR EVENT FOLLOW-UP

Chances are, most people at the typical tradeshow are not ready to buy at that very mo-
ment. They are usually earlier in their buying process—self-educating about the mar-
ket and identifying potentially suitable vendors. A simple three- or five-step automated
nurture campaign is a great way to introduce these show leads to your market space and
your solution. When they reach an active-buying stage, your lead scoring will alert you.
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Market Education and Awareness

Inherently, nurture marketing is not intended to aggressively drive a prospect
to take action. It is merely intended to keep the conversation with the prospect
going and continue to deliver a soft-sell, low-key message to a prospect at early
stages of the buying process. This accomplishes two things:

e It helps the vendor retain top-of-mind awareness with the prospect and
encourages subsequent engagement with the vendor when the prospect ad-
vances through the buying process

e It affords numerous opportunities for the prospect to engage with the ven-
dor, each of which leaves a unique digital body language fingerprint that
enables the marketer to identify changes in buying status.

Nurture marketing must be directed to retain the prospect’s permission to stay
in front of them. That permission is secured only if the message or communi-
cation contains sufficient value to the recipient and encourages him to remain
engaged with the vendor.

By “permission,” we don’t mean the tactical opt-in permission of subscription
management that's often associated with aspects of digital marketing. In this
context, it refers to a much broader measure of the prospect’s engagement with
the brand and organization. After all, even tactical opt-in permission doesn't
mean much to the marketer if the duly and legitimately subscribed prospect is
receiving the marketing messaging but has long since stopped reading it be-
cause it offers no value.

THE DIGITAL BODY LANGUAGE OF PERMISSION

Digital body language provides the relevant construct to more effectively un-
derstand the prospect’s engagement with the brand and whether the vendor
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retains the prospect’s permission to continue to present marketing messages.
For instance, with e-mail campaigns, high open-rates, good forwarding rates,
repeated opens, and strong click-through rates all indicate strong permission.

With direct mail, the use of individually trackable call-to-action items (e.g.
campaign-specific 1-800 numbers, promotion codes, or personal URLs) come
together to form digital body language to indicate permission.

NURTURE THE LEAKY FUNNEL

Some sales leads “leak” out of the funnel. They aren’t losses. They aren’t wins. They’re
just “quiet” and haven’t—after a period of weeks or months—entered an active sales
process. Often, these leads are engaged by sales—but before they were ready to begin
an active sales process. In many organizations, this is paradoxically one of the best lead
sources, so don't let those get away.

One pitfall: tying the call-to-action too closely to a purchase event. Overtly pro-

motional messaging can reduce a prospect’s responsiveness to your messages.

With calls-to-action, it can be a great temptation to use a promotional offer to
encourage a purchase. However, if the prospect in the nurturing program is only
at the awareness, education, or discovery stages, he will reject a purchase-linked
incentive or call-to-action. This doesn’t mean he’s uninterested—only that he
isn't at the stage where he’s ready to purchase. Avoid the mistake of writing him
off simply because he didn't respond to a purchase-linked call to action.

BUYER SEGMENT NURTURING

Once the marketer has effectively segmented the prospect base according to
buyer role, buyer stage, or level of interest, it's possible to target the nurture-
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marketing messages much more effectively. The degree of message targeting
that the marketer chooses to implement likely depends on the resources that the
organization can bring to bear on the challenge.

CAPTURE POINTS, SALES, AND NURTURING

Every time you capture contact information—such as Web forms, event registrations,
and downloads—think of it as another opportunity to nurture the prospect with the right
information rather than simply handing off to sales.

Understand what the prospect is likely seeking at that point in the buying process and pro-
vide a path to that information. A direct hand off to sales is only appropriate if the prospect
explicitly requests it or if your lead-scoring algorithm indicates the prospect has entered an
active buying stage. In the vast majority of contact-capture instances, this is not the case.

There are profound implications in the simple change from marketing by a sell-
ing process to marketing based on nurturing prospective buyers. The promising
luster of one-to-one marketing was tarnished in its early implementations as
prospects quickly recognized that they were receiving generic messages—with
merely a mail-merged “Dear Firstname” tacked to the beginning. However, with
prospect profiling and lead scoring to identify buying cycle segments and inter-
est levels, marketers can now craft and hone messages that are catered to the
real needs of the buyer at that moment in time.

NURTURE FEEDERS AND EXITS

The untold truth about marketing today: at any given time, most prospects
shouldn't be in the sales funnel. They should be in a nurturing program. If they
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are not in the nurture program or are in the sales funnel, then, by definition, one
should assume that those leads are not target buyers or influencers or that per-
mission to present a message to them has been revoked. The challenge, however,
is that to effectively segment and manage, marketers must maintain detailed
processes for:

¢ Adding the right people to a nurture campaign.

e Transferring leads from a nurture campaign to an active sales process (at
precisely the correct juncture in the sales cycle).

¢ Moving leads from one nurture sequence to another when the demonstrated
or deduced interest area or level changes.

e Purging leads from a nurture campaign or downgrading communication fre-
quency when the marketer has lost permission to present a message to them.

e Removing prospects from communication when it is determined that they
are not potential buyers

This is accomplished through nurture feeders and exits.

The feeder is a system for automatically defining and collecting prospects based
on pre-defined traits observed and classified in digital body language. Once
these prospects are collected, they can be inaugurated into a multistep nurtur-
ing program.

At the other end of the nurturing program are exits — the complement to feeders.
An exit is an automated way to remove prospects from the nurturing program
based on defined, observable events, ranging from voluntarily entering an ac-
tive sales cycle to signs of disengagement with the messaging of the nurturing
program. Since the goal is to maintain permission to keep delivering messages
to prospects in the nurture program, it is crucial to read the prospect’s digital
body language carefully and treble down the frequency and intensity of nurture
messages if the prospect begins to show signs of disinterest.
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CONCUR:

From Stories to Success—Nurturing an Influencer

Concur’s “True Tales of Business Travel” campaign had bridged the gap between aware-
ness and engagement of business travelers through a creative viral campaign (highlight-
ed in Chapter 2). A shift in Concur’s focus towards small and medium businesses had
meant that the business end user had a greater influence on the decision to purchase a
corporate expense management solution.

To enable this potential influencer to help guide the buying process, however, Concur
needed to ensure that they were able to convey the right message about the value of
Concur’s solutions.

Many of the visitors to the stories site would sign up for a free trial of Concur Expense,
and the goal was now to enable these users to influence a purchase decision. To do this,
Concur recognized that two parallel activities needed to take place. Firstly, the user had
to have a positive, and high-value experience with the product. Secondly, the user need-
ed to be able to convey that value to the ultimate decision makers in the organization.

Throughout the 90-day trial experience, a multi-step nurture campaign provided tips
and tricks on getting the most out of the trial service, and focused on adding value to
the prospect’s day. A parallel message to each tip or trick focused on the broader value
a company would get while using Concur’s full-service version with the intent of shar-
ing that information within the organization to accounting and finance. Throughout the
process, Concur monitored the prospect’s digital body language, both in their response
to the marketing and in their engagement with the free trial.

At the end of 90 days, the prospect had remained engaged, but had not been aggres-
sively sold to. The Concur sales team was notified with the leads that came from this
trial process, and was given insight into what they had found interesting, and what areas
of the product had been used.

Key metrics like the number of expense reports submitted within the product were used
to qualify each prospect for sales follow-up.
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Based on the digital body language observed, marketing might pass a lead to
sales. However, that handoff isn’t always successful. Sometimes sales rejects the
lead despite marketing'’s lead-scoring analysis. The sales rep might fail to con-

nect with the lead or otherwise take no action.

But marketers mustn't let their efforts to cultivate that lead fall by the wayside.
That's where clawbacks enter the picture.

With a clawback, the marketer revokes a lead that has already been passed to
sales. After a defined period of time (e.g. 30 days), if no action is taken, or the
lead has not reached a certain status, marketing pulls the lead back into the
nurture program to ensure that the tailored communications with the prospect

continue.

100%

91%
il % regarding reference type of email as ‘spam’ °

80%

60%

40%

20%

0%

Multiple emails Tries to sell me | once gave From a company Unknown sender
from different something, even if permission, but | | do business with,
parts of the same | know the sender no longer wish to but comes too
company receive frequently

Figure 21: Marketing Sherpa stats show that prospects will view your
messaging as spam if they lose interest in your messaging
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FUNNEL LEAKAGE AND NURTURE MARKETING

Today, by carefully defining, calibrating, and configuring the feeders, exits, and
clawbacks, marketers can minimize so-called “funnel-leakage.” This deteriora-
tion of the sales pipeline occurs as a result of any or all of the following:

e TFalsely assuming that a prospective buyer is “ready to close” when, in fact,
they are not.

e A failure to communicate the right message at the right time to the right
person.

e A failed hand-off to sales.
o A fundamental loss of interest in a solution or solution area.
e Overcommunication leading to disengagement.

The only reason for removing a prospect from the overall revenue creation fun-
nel is due to them being the wrong target, or a fundamental loss of interest. The
other situations should only lead the marketer to move the prospective buyer up
or down the funnel based on the observed digital body language. It should NOT
cause them to leak out of the funnel altogether.

NURTURE, TRUST, AND BRAND

Given the dynamics of a complex-sales process, many prospective buyers may
remain in various stages of the sales funnel for extended periods of time. Dur-
ing an extended period of nurture marketing, marketers should approach the

challenge with a long-term perspective.

Marketers can no longer simply devote their efforts to blindly pushing a pros-
pect through a seller-defined sales process. Buyers no longer tolerate that out-
moded thinking.
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VOXIFY:

Rejuvenating Dead Leads Through Nurturing

Voxify is a provider of powerful speech applications for contact centers in retail, travel, hos-
pitality, entertainment, financial services, and healthcare. Its complex sales cycle can often
stretch 12-18 months, which makes it a challenge to align sales resources with leads. At

one point, more than 3,000 leads sat idle—Lleads that could potentially buy Voxify’s software.

Without a structured follow-up system, Voxify was wasting opportunity. If a lead was
not ready to buy at the time of initial contact, the lead was recycled; however there was
not a process to ensure further communication. Given the length of the sales cycle, and
the type of internal project that would drive the need for Voxify’s solutions, this meant
that many valid - but early - leads were leaking out of the funnel.

The breadth of Voxify’'s target markets, combined with the range of possible solutions,
meant the company employed a broad matrix of messaging to ensure relevance with
the prospect. A matrix of 26 separate industry and education topics was created with
each topic adding value to each unique buyer type and stage in the buying process.

An automated nurture campaign kept this messaging in front of the “cooler” leads to
maintain their interest level and watch for signs of changes to buying behavior as the
messaging evolved from “why speech applications” through to “why Voxify”.

Within six months, the so-called “cooler” leads became the largest source of conver-
sion for new sales opportunities. The campaign created 1,500 responses and enabled
more than 400 companies to re-engage with the sales force. The campaign also al-
lowed the sales team to better understand whether the prospect was more interested
in a specific vertical application such as a flight check-in system, or in a horizontal
application such as a generic routing agent, and cater their conversation accordingly.
By keeping relevant, topical messaging in front of prospective buyers, without overtly
selling, Voxify identified and acted on buying interest when it arose.

The goal of nurture marketing is to retain the prospect’s permission to continue to
deliver messages. That’s only possible by continuing to add value and provide content
that spurs interest. A nurture program is the ideal forum on which to base thought
leadership messaging structures that build credibility, enhance the brand, and estab-
lish the vendor as a trusted resource in the mind of the prospect.
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The goal of nurture marketing is to retain the prospect’s permission to continue
to deliver messages. That's only possible by continuing to add value and provide
content that spurs interest. A nurture program is the ideal forum on which to
base thought leadership messaging structures that build credibility, enhance
the brand, and establish the vendor as a trusted resource in the mind of the
prospect.

REGAINING LOST PERMISSION

As discussed earlier, the importance of maintaining the prospects’ permission
to remain in front of them with messaging is paramount. But that requires a
delicate balance. If you abuse that privilege, perceptions of your company can
rapidly shift from “potential partner” to “spammer” regardless of whether the
prospect had explicitly signed up to receive communications from you, or in-
deed whether they select to opt out.

But what should a marketer do when that implicit permission has been lost?
At first glance, it can appear to be an unsolvable paradox: after you've lost the
prospect’s attention by communicating incorrectly, what communication-ori-
ented strategy regains that lost permission if it cannot, by definition, reach the
prospect?

Naturally, the first step is to identify these wayward prospects. Again, digital
body language plays the lead role here because loss of interest and marketing
disengagement typically embodies a clear pattern. We've all seen the physical
examples in meetings: yawning, checking a Blackberry, or looking around the
room (or out the window). Just as these clearly communicate (sometimes pain-
fully) a prospect’s disinterest in a conference room, digital body language can
also betray disinterest. The easiest to spot, of course, is a pattern of zero activ-
ity in response to regular and frequent communication. For instance, a prospec-
tive buyer who receives regular e-mail messages but who does not open them
multiple times, does not forward any of them, does not click on any of the links
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BELLA PICTURES:

Direct Mail in Nurture Marketing

As the premier provider of wedding photography in the United States, Bella Pictures
deals with a very defined prospect audience: recently engaged brides-to-be. The sales
cycle itself involves an equally well-structured timeframe as anyone who has been in-
volved with the planning of a wedding can attest. To maximize its success, Bella guides
brides through photography selection using a carefully crafted nurture program that
starts with the first contact with the bride.

One of the key conversion points for brides-to-be was the initial meeting with a pho-
tographer to discuss her photographic preferences. In the hectic process of planning

a wedding, a meeting with a photographer could easily be forgotten, or the bride could
show up without having thought through the questions she would be asked, such as the
type of photography, styles, album choices, and special shots to request.

To resolve this challenge in the process, Bella Pictures turned to direct mail. A post-
card was sent to each bride, targeted to arrive just days before her scheduled meeting
date. The direct-mail piece served three purposes. First, it reminded the bride of her
upcoming meeting with her photographer. Second, it presents a tangible, high-quality
piece to the bride to impress on the bride the aspects of photographic quality that are
likely to be important. And third, the direct mail piece provided a checklist for the bride
to work from, ensuring that she had considered all the key photography decisions she
would have to make.

In a sequence timed around the bride’s wedding date, the nurture process guides the
bride through the timelines and decisions needed. By orienting its marketing process
around the bride and her decision process, Bella significantly lifts its conversion rate
from initial contact to booked appointments. Even with direct mail, which is typically
not viewed as a rip/nurture marketing vehicle, Bella aligns with the bride’s buying
process.
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VFA:

Nurturing to Re-Engage Dead Leads

VFA, a leading provider of end-to-end solutions for facilities capital planning and as-
set management, had many dormant leads in its marketing database. Amassed over a
period of years, through tradeshows, lists and sales activities, these “dead” leads were
stored in VFA's CRM system, had never been converted to opportunities, and were no
longer receiving communications from VFA.

To engage these leads, VFA implemented a 5-part nurturing program that provided
unique content to each of the 6 verticals targeted by VFA. The initial communications
were case study focused, and progressed to white paper and webinar downloads, then
offers to request a demo or engage directly with sales.

At each step of the process VFA's marketing team enabled the prospect to engage in

a way that was governed by the prospect’s own buying process. Each email offer con-
nected to a landing page that described how similar organizations were able to meet
their business challenges. Additional resources—articles, case studies, white pa-
pers—were offered, allowing prospects to select the information they needed depend-
ing on their stage in the buying process. At each step, the prospect had the ability to
“short cut” the process and jump straight to a later stage; by either requesting a demo
or engaging with the VFA sales team.

The campaign succeeded in bringing back a tremendous number of leads from the
“dead”. Over 120 highly qualified leads were passed to sales, and over $1.6M in pipe-
line was created. In a typical example, a lead may have been disqualified at a much
earlier date, but given changes in the prospect’s organization, they were now ready to
purchase and a sales opportunity was discovered. Only through nurturing and observ-
ing the buyers’ digital body language were these opportunities rediscovered.
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in the e-mail, and engages in no events has almost certainly disengaged from
the marketing messaging.

There's a key pitfall that many marketers fall into after they identify their inac-
tive buyers: they immediately seek to re-engage before they understand why the
disengagement occurred. Poorly targeted messaging, inappropriate segmenta-
tion, or low-value content can be culprits to look for. Simply going back with
the same messaging and frequency is to repeat the same mistakes—a recipe for
failure and frustration for both buyer and seller.

Many marketers find that it is worth the investment to seek out and directly
engage with a sample of prospects (perhaps in a focus-group forum) to better
understand this disengagement. If disengagement is happening in a broad man-
ner across your prospect base, it may be the sign of some significant messaging
challenges.

Once the marketer discovers and remedies the factors that led to disengage-
ment, the challenge is crafting a relevant and appropriate way to re-engage the
prospect. Since they are, by definition, disengaged, this is no small challenge.

One of the most common—and successful—approaches is to re-engage the
fallen-away prospect using a media type that is very different from the pri-
mary media type that the prospect is accustomed to receiving from the vendor.
In many instances, the prospect’s disengagement is inherently tied to the me-
dia type on which they typically see your messages. For example, if you send a
weekly e-mail, the prospect can soon grow to reflexively delete your message,
sight unseen. If you try to re-engage them with the same media type (i.e., anoth-
er e-mail), the chances are high that the effort will once again meet a reflexive
deletion before it's even opened. By re-engaging on an unexpected media type,
you may receive a chance to re-engage the prospect. Voice or direct mail can be
very effective for these purposes.
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FORRESTER RESEARCH:

Reactivation Campaign Prior to a Database Cleanse

Forrester Research is a very well known leader of the analyst space, and has been so
for many years. As such, they had been able to develop a large database of prospect
names over the years. However, as with many large databases of prospects, a segment
of this database was totally inactive. No marketing had been done to these prospects
for at least a year, and no activity had been seen from them in a comparable amount of

time.

Forrester was interested in cleansing their marketing database in order to remove
data on prospects for whom there was no interest, but prior to doing this, they decided
to launch a campaign to attempt to revive this segment of the database and share with
them the major improvements in the Forrester web experience that had happened over
the year. If they were unable to revive the prospects’ interest, they would be removed
from the database.

Forrester markets based on 21 explicit, self-selected roles. For the inactive segment
of their database, they targeted an offer of free research at the prospects based on this
role, or based on selecting a role for those who had not yet self selected. The landing
page offered research that was related to other research profiles in case interests or
roles had changed in the time that had passed.

A two-part campaign of email and direct mail (with personal URLs) was used to engage
with the list. Forrester then watched the prospects’ activity to understand if there was
interest or engagement. Those who took an action, such as downloading the research
were deemed reactivated. Those who did not were cleansed from the database.

The reactivation campaign was a great success for Forrester and flooded their website
with traffic. By understanding the digital body language of these prospects, Forrester
was able to understand who had gone quiet, and what it would take to reengage with
them. Out of this campaign, from prospects who were due to be deleted from the data-
base, significant revenue pipeline was created.
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Marketers must make sure that the content re-engagement campaigns are suf-
ficiently interesting or valuable to recapture their interest. It might even be wise
to acknowledge the disengagement upfront (e.g. “We haven't heard from you
recently...”) before proceeding. You may only have a single opportunity to re-
engage, so it's critical to ensure you are delivering sufficient value in your mes-
sage. The goal is to make the prospect glad that he took the time to read your

message in that re-engagement communication.

CAMPAIGN MANAGEMENT

In this new marketing environment, timing is everything. Think of your market-
ing communications process as a series of stages. When a potential buyer is
nothing more than a “suspect,” he must first be engaged. But if he’s close to a
purchase, he needs a buyer’s kit of evaluation tools. If you time those messages
out of sequence, you cannot effectively market to that prospect. While every
business and market is different (and you should spend careful time analyzing
what campaigns are appropriate for the various stages of your prospect’s buy-
ing cycle), some of the different campaigns can include:

Awareness

e Inactive re-engagement
e Competitive-loss re-engagement
e Thought leadership newsletter

e “Net-New” contact welcome program

> ELOQUA Learn More, visit the Digital Body Language blog I_!_.J eBook / 18




Digital Body Language Chapter 6: Nurture to Win / by Steven Woods

Discovery
e Search campaign—broad terminology
e Advertising (banner, etc)

e Tradeshow presence

Validation

Interest conversion
Evaluator education
Objection campaign

Buyer’s kit (ROI tools, case studies, demos)

Post-Sale

e (Customer follow-up
e Customer loyalty and retention

e (Customer renewal
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M ARKETERS CANSUCCEED IN TODAY'S TRANSFORMED BUYING EN-
VIRONMENT BY ADAPTING THEIR THINKING AND EMBRACING THE NEW
REALITIES OF MARKETING TO ONLINE BUYERS. But that doesn’t mean the

adaptation is simple. On the contrary—it requires the entire organization to
make significant changes to marketing. Previously, marketers emphasized cre-
ative images, cleaver concepts and careful wording. While those valuable disci-

plines still play a role, increasingly, they're taking a back seat to the ability to

understand and respond to the nuances of digital body language that appear in
prospective buyers’ online behaviors and activites.

THE NEW THOUGHT PROCESS

Forward-thinking demand-generation marketers are adopting entirely new per-
spectives on how they engage with prospects. They're bringing digital body lan-
guage off the whiteboard and into the market to achieve new levels of effective-
ness in sales and marketing. The paradigm is centered on four key principles:

¢ Digital Body Language everywhere
e Communications to segments

e Marketing as a process ecosystem
e Data Management

MARKETING ASSETS AND WEB FORMS

The easiest way to get started with leveraging your marketing data and getting to know
your prospects better is to place a brief Web form in front of your marketing assets.
Don’t try to capture all possible information—just a bare minimum (or else you may
discourage the visitor from continuing the process). With the right info-capture form,
you're better positioned to understand who your prospects are and how they’re inter-
acting with your marketing messages.
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Digital Body Language Everywhere

The first step in leveraging digital body language is simply to ensure that it is
efficiently and completely captured at all appropriate touchpoints that a pros-
pect has with the organization. Each interaction must be carefully considered
for the insights it can provide and how the information is captured.

Next, it's important to link the data to other sources of insight and data. At that
particular point in time, or with that specific marketing asset, it may not be
possible to uniquely know which prospect is interacting with the organization.
However, it may very well be possible to correlate interactions from multiple
prospects with other information that is known about them. For example, tie the
search terms that visitors use to reach the corporate Web site and analyze their
navigation of your site.

GATED FORMS AND PROGRESSIVE DISCLOSURE

Web forms should create a series of appropriate lowhurdle gates to your marketing as-
sets. Think of each one as an equitable exchange of information. At each step, ask for
an incremental amount of information. Ensure you can pre-populate your Web forms
based on the visitor’s cookie, and pre-sent fields in that form based on what informa-
tion has already been requested. Elegant execution provides a seamless experience for
the visitor who is never asked more than two or three questions. Yet, that progressive
disclosure provides richer insight and understanding.
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Over time and, perhaps, with multiple interactions, the prospect profile builds.
Soon, it may be possible to link unique sequences of site activities to a known
individual.

From here, the prospect profile can be built to enhance the knowledge of that
individual's digital body language. A variety of techniques are applicable, and
successful demand-generation marketers always work to ensure that touch-
points are comprehensively monitored. Even typically offline media, such as
direct mail, can provide significant insights into interest levels of individual
prospects if they use a personal URL (www.acme.com/johnsmith) for each re-
cipient as their unique call-to-action.

There's also a healthy variety in the way marketers capture prospect informa-
tion. Rigorously analyze each marketing touchpoint and determine precisely
what it can potentially indicate about a prospect’s propensity to purchase.

Think about the depth and breadth of the information that can be captured. In-
formation depth provides more compelling insights into a buyer’s area or level
of interest. You can analyze which exact search terms were used on Google, for
instance. Or you can record which sequence of screens within a Flash demo that
were actually viewed. These data points offer significantly more insight than the
mere fact that the visitor was referred by Google or viewed the Flash demo.

In addition, marketers should always rely on breadth of insight as an important
component of their philosophy and approach in structuring marketing cam-
paigns. For example, a content feed of related-content items in a Web site side-
bar or in outgoing e-mails, can be a valuable technique for broadening insight.
A prospect who clicks on a related-content item has disclosed that he may have
an interest that is close to what was originally understood, but broader in terms
of topics of interest.
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Communication to Segments

It's a good idea to view outbound campaigns in a whole new light: by examining
the segments of buyers that marketers can define using digital body language.

A webinar may focus on thought leadership or awareness in the market space
and therefore target prospects early in the buying process. There may also be
an aspect of classical segment-based marketing where one targets only phar-
maceutical companies in Western Europe. But most importantly, the marketer
must think about segments that are defined by the stage of the buying process
as presented by the buyer’s digital body language.

ACTIVITY PROFILING: UNDERSTANDING YOUR DATA

Activity measurements are an incredibly useful metric for marketers. How often are
you communicating with each prospect? Are those prospects “active”—that is, are they
opening e-mails, visiting your site, and downloading your white papers? Explore your
data to get this high-level view and look for opportunities to either target the “quiet
corners” of your database or reduce your frequency to over-communicated prospects.

To achieve this effectively, a new level of operational discipline in marketing is
essential. First, we must examine the data model. Earlier, we discussed how the
rich profiling information that marketers collect sheds meaningful light on a
buyer’s mindset. But for that information to be useful, it must be aggregated in
scoring systems that help marketers understand and define where the buyer is
in the process—and what type of communication they would most welcome.
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To support communication to these segments, the marketing data model must
reflect this. Historically, data models have collected information such as name,
contact details, company, industry, and revenue range, but now’s the time to
vastly expand this thinking. To allow a field marketer to properly and appropri-
ately invite early-stage prospects to a webinar, the underlying data model must
enable the marketer to understand the prospect’s buying stage. Similarly, if one
only wanted toinvite evaluators and technical buyers, it's important to first be
able to define in the data model the information that will reflect this.

Supported by a very solid data model, demand-generation marketers must think
about the transitions that buyers make between buying-cycle stages. If the pros-
pect has been in a long-term nurturing campaign but is now starting to show
significant interest, what is the right action plan? If a lead is handed off to
sales, should the marketer continue or suspend efforts to market to that lead? If
the salesperson meets a prospect and adds him to a sales campaign for product
A based on their conversation, should the prospect be removed from campaigns
discussing product B?

All of these choices and permutations require the savvy demand-generation
marketer to work diligently to understand, evaluate, challenge, and configure
the surrounding/ underpinning processes and flows that enable it all to happen.
These processes can evolve slowly and incrementally as the marketing depart-
ment transitions to a new way of marketing.

The key, however, is that this approach to thinking is not one with which many
marketers are familiar. A new discipline in marketing is required to help mar-
keters look beyond yesterday’s processes and flows and build new fundamental
building blocks of communication with prospects.
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CENTRALIZE YOUR DATA:

To gain the insights into your prospects’ digital body language that you need to suc-
ceed, you need to centralize your data. Use the e-mail address as a basis of identi-
fication—it is the most common method for communication and is the simplest and
cleanest way to build a central marketing data-base from which to communicate and
observe digital body language.

DOES SEGMENTATION MATTER?

> ELOQUA

Understanding prospects’ digital body language through the two disciplines of
prospect profiling and lead (or prospect) scoring form the foundation for today’s
marketing. On top of this foundation, marketers tackle the four key challenges

of marketing to the new buyer.

Marketing as a Process Ecosystem

As we've noted, the transition of marketing from monolithic outbound cam-
paigns governed and catering to the vendor’s selling process to new-breed
reactive campaigns focused on the prospect’s buying process requires no small
change in thinking. It requires a marketing team prepared to implement numer-
ous processes that deliver the right communication at the right time to the right
prospect.

In that spirit and in pursuit of those goals, demand generation marketers must
carefully contemplate and coordinate four primary types of automation pro-

grams.

Each program has unique needs for timing and orchestration with other pro-
grams. Together, they form the marketing ecosystem that enables marketers
to achieve their ultimate goal: the right message at the right time to the right
prospect.
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PROMOTIONAL EMAIL CAMPAIGNS

Audience
. Segmented Not Segmented
Size
Opens Clicks Opens Clicks
5K 50.5% 11.7% 5.6% 0.6%
5K-10K 48.8% 9% 3.9% 0.3%
10K-50K 28.5% 7.6% 4% 0.5%
50K-100K 13.4% 4% 3.7% 0.8%
100K 13.1% 1.1% 3.5% 0.2%
Averages 30.86% 6.68% 414% 0.48%
| =

1. Event-Triggered Automation

Perhaps the most common and intuitive way to deliver messaging that is ap-
propriate to a buyer’s timeline is through event-triggered automation. This
technique uses a (typically prospect-initiated) “event”—such as registering for
a webinar, downloading a white paper, or initiating a free-trial—as the start-
ing point for a marketing campaign. All subsequent communications to that
individual prospect key off of that start point. For instance stance, the prospect
receives a 30-day e-mail precisely 30 days after he first engaged through the
initiating event.
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INBOUND DATA: STANDARD DATA OPERATIONS

Data has many entry points into your marketing database: Web forms, lists, event at-
tendees, and more. To use these optimally, make certain that the inbound data is clean
and consistent. Implement basic data “hygiene” standards through a program that
automatically scans and validates every incoming record—whether it’s a list or a form.
This program can trap duplicates, ensure standardized data values (e.g. “VA” vs. Va. vs.
“Virginia”) and other data cleansing. With clean, standardized data, your marketing pro-
cesses and analytics will be significantly simpler, accurate, and cleaner

In modern marketing organizations, event-triggered marketing is a prevalent
and popular way for choreographing prospect communications. After any event
that captures prospect interest—either in a continuous fashion (e.g. a white-
paper download) or a repetitive fashion (e.g. a series of tradeshows)—an event-
driven communication plan is executed to ensure that the sales message re-
mains top of mind with the prospect.

Tradeshows, white paper downloads, and many similar sources of information
are often used early in the buying cycle when buyers seek to gather as much in-
formation and solution options as possible to analyze and explore. These events
make ideal triggers to start a communication campaign over 60 or 90 days.

2. Marketing-Initiated Programs

Although the use of large-scale outbound campaigns has rightly decreased in
many marketing organizations, they nonetheless remain useful in some situa-
tions. If an event or news item is driven by a fixed date, large-scale outbound
campaigning can drive prospect interest. For example, an upcoming seminar
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series might require extensive promotion to build attendance. Targeting the
right mix of prospects requires careful consideration of their stage in the sales
process or area of interest.

However, the transition to a marketing style that embraces the principles of
digital body language means that these outbound campaigns should also lever-
age feeders and exits to move prospects into and out of the outbound campaigns
based on whether they can be qualified for a handoff to sales, or if they've been
included in other campaigns. Outbound marketing also improves immensely
when the tone, style, and content of messaging are carefully calibrated using
knowledge of prospects’ digital body language.

3. Sales-Triggered Campaigns

Sales, of course, is fully capable of initiating and developing relationships with
prospects, often adding them to marketing’s ongoing nurture campaigns to
build on or expand the relationship. This style of campaigning and relationship-
development can be extremely effective because it uses the native intuition of
the sales professional:

SYNCHRONIZE MARKETING AND SALES DATA

Marketing and sales communicate with the same people—but they may end up with data
that doesn’t match up. Ensure your marketing and sales data is bidirectionally synchro-
nized. That means eliminating offline lists and multiple independent databases. In many
organizations, marketing maintains the superset of data and only hands off records to
sales when they are clean, non-duplicated, and qualified.

no one knows more about where these prospects are in the sales processes. At
the same time, these campaigns support a series of better-targeted communica-
tions aimed at moving the prospect to the next stage of the buying process.

Clearly, these processes require a sophisticated level of automation. Sales will
continuously add limited numbers of prospects to nurture campaigns, so the
communications must be well-timed to align with when the prospect was added.
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4. System Processes

While this outbound campaigning takes place, demand generation marketers
use background processes across the marketing database to uncover insights,
perform key actions, and make various decisions. Simultaneously, these process-
es can examine a lead’s score, determine what buying stage a lead is in, assess
their area of interest, route qualified leads to the right salesperson, feed less-
qualified leads into nurture campaigns, update and manage data, or clawback
leads that have gone dormant with sales reps.

These processes operate continuously behind the scenes, and are instrumen-
tal in ensuring a constant flow of the right data between marketing processes.
However, as these processes scale up to meet the needs of larger organizations,
marketers must adopt an operational mindset like those of many other disci-
plines such as manufacturing or supply-chain management. Conceptualizing,
diagramming, and designing these data-process flows, identifying and handling
exceptions, and triggering the handoffs are all new skills for the demand-gener-
ation marketer.

DATA MANAGING

Our new marketing discipline is creating a variety of impacts. First, we see a

new need to view marketing as an ecosystem of processes. Next, we must make
intelligent decisions based on the wealth of data now available to marketing.
In turn, this leads to a requirement for greater awareness of the importance of
data management in the marketing profession.

Before digital body language emerged as a key foundation for contemporary
marketing, monolithic outbound campaigns were often fed by a single, purpose-
driven list that was typically used for only one campaign—or at most, a very
small number of campaigns. Now, to capitalize on digital body language, mar-
keters are working with an aggregated view of each prospect that slowly
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grows and builds on the insights gleaned from many previous campaigns and
interactions.

That requires a renewed emphasis in marketing on maintaining data quality
throughout the lifecycle of the sales lead. There are a number of key aspects to
data management that must be taken into account:

1. Data Profiling

Data management starts with an exceptionally clear understanding of what
data is available and what the quality of that data is. Since marketers gener-
ally work with lists of significant size, the data must be profiled in an aggregate
form.

LEVERAGE EXTERNAL DATA SOURCES

A rich variety of external data sources can provide you with a wealth of insights into
each of your prospects—without requiring you to ask them directly. For example, you can
often fill in gaps about the prospect’s company—such as revenue, industry, employee
size, or address—through external sources. By automating this process, you can quickly
gain insight and improve marketing effectiveness without burdening your prospect and
presenting hurdles.

Marketers must first understand their data completeness. Which fields in the
data model are essential and how complete is the data in those fields? For in-
stance, as marketers create broader and richer profiles on prospects, many data
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fields will be sparse until the data is captured in the latter stages of the sales
cycle. By understanding what data is available and how large a percentage of
the database is populated, marketers can design campaigns that either support
higher levels of personalization or collect key data elements.

The need to understand data completeness also relates to how a lead has been
scored: the stage of the buying process, the area of interest, the level of interest,
or communication preference. Without complete data for these fields, it is diffi-
cult to target campaigns or personalization using their digital body language.

NATIONAL INSTRUMENTS:
MULTIPLE ACTIVITIES LEADING TO MULTIPLE RESPONSES

National Instruments leveraged the rich information on prospects’ inter-
ests that it gleaned from prospect digital body language on its Web site to
deliver highly targeted and relevant communications. The success of these
communications was evident in the very high open and click-through
rates discussed earlier. To achieve this, however, National Instruments had
to overcome an operational challenge.

The mapping of online activities to communications was straightforward,
but also created a challenge. What should happen if a site visitor performs
multiple actions that warrant a communication? For instance, download-
ing four whitepapers should not result in four communications.

To ensure that prospects are not inundated if they perform a number of
triggering activities, National Instruments built a waiting period of 24
hours into its scoring. If multiple actions were seen in a 24-hour period,
the actions were scored individually and the most relevant communica-
tion was selected. Similarly, if an action had been performed before (for
example, downloading an automated test guide), the prospect was not sent
communications that had this as a call to action.

This solved the challenge of too many communications, but National In-
struments also realized that certain key actions should bypass this logic.
For example, if a visitor abandons a shopping cart, or saves the configura-
tion of a product, a communication would be immediately triggered. The
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24-hour delay was reserved for communications that were deemed less
critical.

Since National Instruments is a global organization, each time it learned
a better way to interact with customers and built processes for doing so,
it replicated that logic and structure and separated it from the content. In
this manner, it only needed to translate content and messaging to roll out

its program to any of 35 countries.

Data consistency is another important _
element to analyze in profiling the data. :
VP Marketing

As marketing increasingly relies on a V.P. Marketing

base of rules and processes governing VP of Marketing
its data, such as rules for lead scoring, Marketing VP
that data must maintain a high level of Vice Pres Marketing

Vice President, Marketing

consistency to achieve reliable and
repeatable marketing processes.
For instance, it's easy to read and parse the following list of executive titles and
intuitively recognize that they all represent the same title. However, unless every
record uses the exact same convention for specifying a title, it will be cumber-
some (at best) to build rules that leverage this data. The third key aspect of data
profiling is data quality. Since data comprises the foundation for contemporary
marketing efforts, its quality is a crucial factor in successful execution.

Unfortunately, while campaign execution and analysis are predicated on the as-
sumption that all data is equal in quality, this is rarely the case. Virtually every
marketing database contains records that are unusable: junk data typed in on a
form, records that are invalid (because of bounce-back e-mail addresses or bad
postal addresses), duplicate records, or outdated contact information. The pres-
ence of poor-quality data reduces the cost-effectiveness of marketing campaigns
and diminishes the impact of the messages.
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Issues with data quality affect both the explicit data (data that is known about
the prospect, such as role and contact information) and implicit data (data that
is based on the prospect’s actions and responses to marketing). Unresolved, they
cause significant variations in the success of any marketing initiatives.

Data-quality remediation should start with addressing any duplication issues
by eliminating multiple records for the same individual—so called “de-duping.”
In addition, marketers must clean and consolidate their explicit data through
standard industry tools such as address validation. However, in some cases,
the only way to assess the accuracy of information is to analyze its source. For
example, in many industries (e.g. retail), the average employee tenure is as low
as two years, leading to a steady challenge of inaccurate data based on its poor
recency. A marketer must profile the age of the data, both in terms of sourcing
and modification, to gain a good perspective on its accuracy.

2. Data Cleansing

Once a demand-generation marketer understands the current state of data in
the marketing database, it's time to improve the overall quality of the database.
Depending on the weaknesses in
the data that have been identified
and the goals of the marketer, these
data-cleansing activities can take
many forms. Two main aspects
must be considered: current data .

_ (Figure 24)
and the flow of new data into the
system. Absent a thoughtful
consideration of both of these
aspects, a marketer can end up

with either of two problems. The
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database can undergo a one-time cleansing but immediately begins to subse-
quently deteriorate as substandard data resumes its flow into the database. Or
marketers can devise a tight process that adds high-quality contact data into a
database that is polluted with poor-quality data.

Duplicates are handled in a manner that is largely similar to other areas of data
management. One special consideration is that many aspects of digital body
language relate to data linked to the individual, but not part of the actual re-
cord. For example, a user’s activity on the corporate Web site, their response to
e-mail communications, and their searches on Google are all highly relevant in
understanding their digital body language. If two records in the marketing da-
tabase belong to the same individual, the marketer must ensure that the data in
all of the duplicates is unified into a single record so that the full digital body
language is maintained.

De-duping a marketing database enables marketers to significantly increase
their ability to understand and leverage prospects’ digital body language. How-
ever, its usefulness is significantly limited unless efforts are made to maintain
that non-duplicated database over time. Whether it’s forms submitted on a Web
site, list purchases, event registrations, or contacts flowing in from CRM
systems, marketing manages a continuous flow of data into the marketing database.
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It's essential to ensure that the team follows structured processes to ensure that
this data is clean and de-duplicated as it flows into the marketing database.
There's nothing more frustrating or pointless than cleansing a database—only
to continue to re-create the problem on an ongoing basis.

The actual entries within the records must also be cleansed, standardized, and
enhanced. It's a good idea to standardize data elements such as titles, country
names, and states and take advantage of opportunities to ensure data cleanli-
ness and consistency on inbound flows. For instance, ensure that all Web forms
follow standard patterns—such as using a pick list of three-letter country codes.

FLYERS: RENEWAL MARKETING LEADS TO
DEEPER INTEREST PROFILING

The Philadelphia Flyers wanted deeper relationships with fans while also
driving the highest possible rates of renewal for season-ticket holders.
With careful planning, they were able to achieve both of these goals at
once.

The team created personal URLs (PURLs) for each season ticket holder
(such as http://www.myflyerstickets.com/johnsmith) and invited each
customer to his/her personal site to complete the renewal process. On the
personal page, personalized content and offers enticed the ticket holder
to renew. But just as importantly, the Flyers began to build the basis for a
direct online relationship with each fan.

The Flyers's site contains rich information (including video) on play-

ers, stats, schedules, and the draft, and through the direct relationship
with each season ticket holder that they have now built, the Flyers better
understand each fan. By observing each customer’s unique digital body
language as they look at stats, read up on players, and watch highlights,
the Flyers can identify things such as favorite players and whether they
prefer stats or highlight reel footage. In upcoming seasons, the Flyers plan
to leverage this rich base of knowledge based on the fans’ digital body
language to continually strengthen and hone the message. Personalized
video and audio messages from each fan’s favorite player and RSS feeds of

stats and highlights tailored will deepen the team bond.
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The Flyers increased online season-ticket renewals from 1% the previous
year to 18%. Renewing online also allowed real-time processing so these
numbers were available immediately to senior management opposed to
the time lag that occurs with processing renewals manually. Of course, the
Flyers were also able to deepen their understanding of their fan base and
strengthen those relationships significantly.

D&B: DIGITAL BODY LANGUAGE

THROUGHOUT CUSTOMER LIFECYCLE

D&B (Dun & Bradstreet) Canada, given their leadership position in busi-
ness and credit information, wanted to focus on the end of year renewals

for their customer base. With significant existing market share, renewal
and retention was just as important to them as new customer acquisition.

The initial project they undertook to achieve this goal was focused directly
on the renewal period. A progression of emails, triggered by an upcom-

ing renewal date, was sent to the customer at 90, 60, and 30 days prior to
renewal. Over the progression of communications, the tone would become
increasingly clear in order to encourage the renewal process.

Watching the results, the D&B team noticed two trends. The first was that
the customer response to the emails increased as the renewal date ap-
proached. Early communications had open rates of 33%, but as the renewal
date approached, these rates would jump to 40% showing a significant
uptick in interest.

The second trend noticed was a correlation between the renewal inter-
est and direct usage of the D&B service. Adoption was a critical driver of
renewal regardless of product line or industry. To continue to grow their
adoption rates, D&B then turned to understanding the digital body lan-
guage of their customers as expressed in their usage of the service. The
service was well instrumented, and provided excellent marketing insight
into overall usage and feature specific usage patterns for each user.
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Conceptually, the team split the customer’s first 12 months of their life-
cycle into 3 phases, adoption, usage, and renewal. With the renewal phase
now fully automated, the marketing team is now focused on the other two
phases.

Leveraging their understanding of the prospect’s actual system usage,
combined with their insight into the relationship between usage and
renewal, a series of onboarding communications will ensure every new
customer is quickly and seamlessly able to derive value from the service,
while a series of tips and tricks emails will then work from an under-
standing of what features are and are not being used to suggest areas in
which a customer can see even more value from the service.

By taking their understanding of digital body language beyond market-
ing and into the customer lifecycle, D&B is focused on ensuring that their
customers’ renewal decision is based on a year of maximum success with
their service.

With other fields, data-quality efforts require additional effort. Address fields,
for example, may require the marketer to leverage specialized data services to
ensure that any given prospect’s address is correct and standardized for his
geography. Applying these data services to all marketing data—both for the one-
time cleanup of the main database and on an ongoing basis with inbound data
flows—is the responsibility of the demand-generation marketer.

Marketers may also seek to apply data-management disciplines for other pur-
poses. It's well known, of course, that the more information you request from a
prospect on a form, the less likely he is to complete and submit it. A demand-
generation marketer who invests in appropriate data-quality tools and services
can use them to his advantage in this situation.

For instance, once the site visitor provides a company name, it's easier to dis-
cover the revenue and industry information. With a postal code or zip code,

some address information can be populated. The goal is to reduce, simplify, or
auto-populate fields to increase the “fill rate”—the rate at which prospects fill
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out forms. This is particularly crucial at the early stages of the buying process
because it better enables the marketer to capture more data relating to the digi-
tal body language of the prospect.

3. Data Operations

Of course, this accurate, up-to-date, and clean data is only useful if the mar-
keter can effectively leverage it to optimize his understanding or communica-
tionwith prospects. That crucial decoding task falls to the demand-generation
marketer. That requires the ability to pass that rich, clean, and complete pros-
pect data to systems and databases that enable the creation of lists, processes,
feeders, and segments—to see the digital body language. As the marketing
organization evolves in its sophistication and use of digital body language cues,
it will experience new pressures to maintain a well-structured environment for
exploring and using the richness of this information.

To design a data model for gathering, storing, and maintaining information

on prospects, first consider how that data will be used. The goal is to create a
database that is relatively simple enough to let the broader marketing team
select segments of prospective buyers based on the key metrics of their digital
bodylanguage. The marketer must consider how the combination of explicit data
(contact information), implicit data (activity and response information), and
lead scores are stored and leveraged to define market segments.

Ensuring that the right data is available in the right structure to enable the au-
tomation of processes and communications to targeted buyer segments requires
a sophisticated understanding of data management and information technolo-
gy—skills that, today, are atypical for many marketing organizations.

By delivering a better understanding of prospects, this new discipline within
marketing departments can increase the overall effectiveness of efforts to iden-

> ELOQUA AW eBook /20



Digital Body Language Chapter 7: The Emerging New Discipline by Steven Woods

tify and cultivate qualified buying opportunities. Without a dramatic realign-
ment of marketing to become an operational, process-oriented, data-driven
discipline, the opportunities to better engage with prospects remain theoretical.
At the core of this shift is the emergence of the demand-generation marketer.

BELLA PICTURES: DATA MANAGEMENT THROUGHOUT A

CUSTOMER LIFECYCLE

Brides-to-be purchasing wedding photography services from Bella Pic-
tures are, like brides everywhere, juggling millions of details concerning
their big day. To maximize its customer volume in a referral-based indus-
try, Bella was intensely committed to ensuring a pleasant, stress-free buy-
ing experience for its customers.

This required operational excellence in the marketing organization. Each
communication to brides was carefully designed and monitored by mar-
keting to create a seamless, rewarding experience. That meant the data
modeling—even on a concept as simple as an engaged couple—became
quite complex. First, Bella modeled the couple just like you would for
many marketing organizations. The bride, groom, in-laws, and aunts were
each modeled as contacts associated with the couple. From there, the cou-
ple had a product selection—multiple photography packages and multiple
payment options—associated with their account.

The milestones in the wedding process (location selected, wedding com-
plete, digital negatives signed off, photo album selected) and the details
of payment were recorded in detail. Against this data model, Bella built
numerous marketing rules to ensure that the bride never received any
incorrect or poorly timed communications that would create unnecessary
stress.

For each communication, Bella performed a real-time check against the
data to ensure the bride was not asked to complete something she had
previously provided. Any communication about money was governed by a
rule to ensure the bride was never asked about money beneath a certain
minimum threshold. By ensuring a very smooth end-to-end process, Bella
keeps brides extremely happy, driving significant new business through
referrals from satisfied customers.
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I TS NO SECRET: SALES AND MARKETING HAVE NEVER ENJOYED
THE SMOOTHEST OF RELATIONSHIPS—ESPECIALLY IN COMPLEX

SALES ENVIRONMENTS. sales representatives complain that the leads they
receive from marketing are not of high enough quality and not worth the time

required to follow up. Meanwhile, marketers gripe about the frustration of gen-

erating what they consider high-quality leads that the sales team ignores.

The roots of this conflict lie in an inherent misalignment of goals, metrics, and
motivations—and, most importantly, divergent perspectives of lead quality. This
dynamic tension is understandable, given how marketing traditionally operated.
Typical contact information about a prospect revealed almost nothing meaning-
ful about the prospect’s buying process, role, or interest. It's not too difficult to
see how sales might find that many were, indeed, unqualified.

To pass this hurdle, marketers began to ask a series of qualification questions
about their budget, purchasing authority, need, purchase timeframe, and other
key data. Even this, however, fell well short of what sales needed because the
fact is, most prospects routinely answered these questions in a less-than-forth-
coming manner that didn't reflect the internal dynamics of their organizations.
Digital body language can improve the alignment of sales and marketing by pre-
senting a common understanding of the challenges of revenue generation, and a
common set of metrics and goals to work toward.

> ELOQUA AW eBook /24




Digital Body Language Chapter 8: A New Collaborative Model by Steven Woods

UNKNOWN VISITOR FOLLOW UP:

Many people visit your site each day. Some are driven there by referrals from other
sites. Some arrive by searching. Others simply type your Web URL directly into their
browser. You may not know much about your visitor, but you can deduce a few things.
First, this is a prospect who is at least deep enough in his buying process that he is
seeking information on solutions and vendors. Second, you may also be able to tell
what company this person is visiting from. Just these two pieces of information indicate
that a buying event may be happening at that company. A call to that organization may
give you a chance to get involved in a buying process that competitors don’t know about.

A COMMON CURRENCY

Sales and marketing can align their objectives by jointly agreeing on the right
criteria, metrics, and weights to use in scoring leads. For marketing, the chal-
lenge is to generate and cultivate a certain number of leads that meet jointly
defined qualification levels. For sales, the task is to ensure these leads turn into

revenue.

By understanding what it takes to cultivate leads until they reach specific quali-
fication levels and their subsequent likelihood of closing, marketing, sales, and
finance can jointly decide how to allocate their resources, funding, and effort to
optimize revenue and meet business goals. Without this common currency—the
objectively scored lead—this collaboration is not possible. Instead, the partici-
pants will remain persistently mired in their conflicts and never achieve the
ability to rise above their differences.

To begin, let’s look at the common terms for potential buyers as they move
through a buying process. At each step, marketing or sales defines the criteria
that must be present (and in sufficient quantity) to confidently conclude that the
prospective buyer is far enough along in the buying process to warrant further
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attention or specific actions. Sirius Decisions, an analyst group who studies the
relationship between sales and marketing, has produced a framework for the
hand-off of a qualified lead that captures the essence of the process very well:

e Inquiry—The prospect takes explicit action
such as submitting a
form, downloading a
trial, or registering for
an event.

e Marketing Qualified
Lead (MQL) )—Using a
broader set of carefully (Figure 25)
pre-defined criteria
(ideally including
a scoring algorithm
agreed to by sales),
marketing deems the
lead to be of sufficient
quality to warrant sales

engagement.

e Sales Accepted Lead (SAL)— Sales accepts the lead based on a preliminary
review of the data on the lead, and agrees to engage with the prospect.

e Sales Qualified Lead (SQL)—Based on further conversations and interactions
with the prospect, sales concurs that the lead is truly a revenue opportunity.

e C(Closed Business— Sales completes a transaction.
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Within this structure, a lead-scoring algorithm encapsulates the necessary
criteria that are agreed to by both sales and marketing. From here, each group
operates independently, either to drive the creation of MQLs (marketing) or to
receive MQLs and drive toward revenue (sales). Synchronizing these metrics and
aligning them around this structure creates a common language.

Chapter 8: A New Collaborative Model

Buying Process

m DISCOVERY VALIDATION

by Steven Woods

General
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Figure 27: A lead-definition methodology that maps to the buyer’s process.

SALES ALERTS AND WEB SITE ACTIVITY:

Even before you implement detailed lead-scoring algorithms and hand-off processes,
you can give your sales team insights into their prospects. For instance, you can issue
a real-time alert to a sales rep if a visitor reaches a threshold of Web site activity (such
as a certain number of page views within a week, or a minimum number of site visits
in a 30-day period). If the alert has detailed insights into the prospect’s digital body
language—what they looked at and what their relevant demographics are—the sales-
person can use his own experience to determine his next steps and follow-up.
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In virtually every area of business, metrics drive behavior— especially when
incentive-compensation elements are tied to those metrics. In marketing orga-
nizations, it's historically been a tricky task to define the right metrics, because
the measurable elements of a marketing process (e.g. the raw number of inqui-
ries) don’t neatly align with actual business goals. That can lead to behaviors
that are not optimal for the organization.

For instance, if the marketing organization is evaluated and compensated on the
raw numbers of inquiries it generates, that organization almost inevitably will
gravitate to activities (such as expensive giveaways and promotions) that yield
large lists of raw names—unqualified leads—rather than devising and executing
programs that help prospects move through a buying process.

GIVE SALES A THIRD WAY:

Many times, leads are presented to sales too early in their buying process. That leaves
only two options: sell hard and risk driving the prospect away or let the opportunity
die. Neither is a defensible option. As a marketing team, you must provide sales with
a third option—namely, an automated nurture campaign that retains the prospect until
they are more ready. That keeps the communication channel open without selling too
early or too aggressively.

Instead, we can align marketing activities with compensation incentives using
digital body language to define the ideal marketing-qualified lead (MQL). That
enables the marketing organization to create, track, and measure leads that are
qualified and relevant to the goal of generating business for the organization.
A marketing team that is measured and compensated based on the number of
MAQLs it generates will adopt longer-term perspectives and thoughtful cam-
paigns and activities that create qualified leads that are acceptable to the sales
team. What's more, a quota-driven sales team that’s demanding a steady flow of

> ELOQUA AW eBook /28



Digital Body Language Chapter 8: A New Collaborative Model by Steven Woods

> ELOQUA

MAQLs will be well- motivated to ensure that the MQL definition is accurate and
that the most relevant and important aspects of digital body language are well
understood.

OBSERVATIONS VS. PROACTIVE MARKETING

Nonetheless, challenges can and do arise when marketers orient their efforts

toward defined goals that are centered around scored leads based on digital
body language. For example, an analysis of high-quality leads might reveal that,
after a wide range of marketing activities and touch points, the crucial factors
in determining quality were:

e The amount of time a prospect spends online

e The number of e-mails the prospect clicks on

e Whether the prospect visits a landing page

* Seeing a minimum of six pages of detailed solution information

From this information, the organization could build a lead-scoring algorithm
to identify these leads and pass them to sales. However, the temptation arises
to skew marketing efforts to simply focus solely on actions that are part of the
scoring algorithm. As those marketing efforts shift to encourage the exact be-
havior measured by the scoring algorithm, the meaning and value of that behav-
ior (in terms of qualification and sales readiness) decrease dramatically. Let's
use an extreme example to clarify the point. Suppose a marketing team wants
to drive these behaviors outlined above because an analysis indicates that they
correlate very highly with a qualified lead. The marketing team might offer a
free $100 gift card to the first 500 people who read six pages of solution
information.

[!_!] eBook /29




Digital Body Language Chapter 8: A New Collaborative Model by Steven Woods

GIVE SALES CONTENT THAT LINKS TO THE WEB:

Your sales team constantly communicates with prospects, whether it’s an introduction,
sending industry information such as case studies, or following up with a new white
paper. For your marketing team to succeed in understanding buyers, it's essential to
factor in this channel. Provide sales reps with electronic collateral in e-mail form with
built-in tracking to the Web site so that each prospect is linked to his Web profile for
visibility to their digital body language.

While this would certainly drive the desired behavior, the lead-scoring algo-
rithm that was correct before this campaign would no longer be accurate—the
leads driven by the $100 offer would not be as sales-ready as previous leads
were who read the six Web pages.

Lead-scoring algorithms are passive observations of historical buyer behavior.
They are, most emphatically, not a set of predetermined steps to “create” a buyer.
To reverse-engineer a lead-scoring algorithm to actively drive buyers is to once
again slip into the outdated mentality of forcing a selling process rather than
following a buying process.

DIGITAL BODY LANGUAGE IN CRM SYSTEMS:

To ensure your sales team takes full advantage of the buyer’s digital body language,
you must present that information to them where they work- and typically that means
CRM and e-mail systems. By using these applications to present a detailed view of
an individual prospect’s interests, what marketing they responded to, and what they
searched for, your sales team can be more effective—without forcing them adopt a
new technology.

To avoid this unintended consequence of adding metrics around scored leads,
marketers can use MQL and SAL statistics. By monitoring a MQL:SAL ratio,
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it's straightforward to see whether MQLs are spiking without a corresponding
increase in SALs (indicating a corruption of the lead-scoring algorithm). This
helps ensure that the motivation of the demand-generation team remains fo-
cused on creating leads that are accepted by the sales team.

One important challenge that must be addressed in building a coordinated sales
and marketing organization is the existing systems of metrics. While metrics
drive behavior, they can also create resistance to initiatives that change the
group’s ability to hit existing metric targets. If a metric that measures a partic-
ular group does not match with the overall transition, it may cause significant
challenges in the overall process.

For example, a sales or telequalification group that is measured and compensat-
ed on the number of calls it makes each day will not quickly accept a business-
process change that reduces the number of raw leads that are passed to it—re-
gardless of the quality—because that reduction directly conflicts with how they
are measured and reduces their compensation opportunity.

Executive sponsorship is therefore essential to ensuring that each group’s met-
rics across the organization encourage rather than discourage the adoption of
new marketing processes and approaches that leverage digital body language.

PROCESS CREATION AND BUY-IN

Cross-organizational departmental buy-in is equally necessary to ensure suc-
cessful transitions to this new marketing paradigm. Since the laws of human
nature haven't changed, the hesitation and uncertainty are only natural. Sales
teams may resist new processes that mean fewer leads—even though the quality
of those leads has risen dramatically and they have more high-quality opportu-
nities to pursue.

Proof points can make the difference here. A well-structured process can
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achieve buy-in from sales quickly and effectively by demonstrating the greater
effectiveness of digital body language throughout the sales cycle. Clearly define
the methodology for scoring leads and implement it in a manner that’s hidden
from sales. Continue to pass leads to sales without restrictions using the origi-
nal process for an extended period of time—

PRESENTING THE DIGITAL BODY LANGUAGE OF A COMPANY:

Many sales teams work at the account level, not on an individual level. That means
they are more interested in understanding what’s happening in the aggregate at any
given account. Roll up this information and present it to them in an aggregated lead
score. Keep digital body language data at an individual level. In most cases, even a
simple technique like a total sum of lead scores gives you a good indication of which
companies are more interested.

perhaps 1-2x the average sales cycle length. Then, go back and correlate the
score of the lead with the likelihood of that prospect closing, the size of the
deal that eventually closes, or the speed with which it closes. That kind of data
is immediately persuasive. Naturally, if no correlation is found, then the scoring
algorithm is clearly flawed and must be refined.

The second advantage of this analysis is that it provides an understanding of
where the bar should be set to pass a lead to sales vs. retaining it in the nurtur-
ing program. Marketers can also secure stronger buy-in from sales when they
provide clear visibility into the signs of digital body language in their raw form.
If sales professionals see the digital body language characteristics for each of
their prospects, and learn in real-time when certain online actions are taken or
milestones are reached, it helps them understand the level of insight that mar-
keting can now provide. As a result, sales is far more likely to be more engaged
with the process of building a lead-qualification agreement using digital body
language.
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In demand-generation processes, the art of exception handling is as important
as the process itself. And with sales and marketing, the two most significant ex-
ceptions revolve around the clawback of leads not followed up on by sales and
the cherry-picking by sales of leads that are not yet qualified.

Clawbacks

When a lead passes from marketing to sales—that is, after it meets the agreed
lead-scoring threshold, it should be picked up by the appropriate salesperson
and pursued. Of course, as any sales or marketing professional will candidly ad-
mit, this does not happen every time. These exceptions must be handled well, of
course—but they also represent opportunities for learning and improvements. A
lead that is not pursued by sales can be explicitly rejected, ignored, or picked up
by a salesperson for whom it was not intended.

Each situation presents the chance to further optimize the lead-management
process. If leads are explicitly rejected by sales, there is likely to be an opportu-
nity to capture critical data on the rejection. Why was this lead rejected? Per-
haps there are problems with the understanding of the prospects. Aggregated
feedback from sales provides a strong basis for tightening the lead-scoring
algorithm and ensuring a better alignment between the needs of sales and the
qualities of the prospects.

It is a little more challenging in situations where leads are not being explicitly
rejected. It may be that there is still a fundamental disconnect between sales
and marketing—that sales does not fully believe the quality of the leads enough
to pursue them. Of course, it's possible that sales is simply correct: the leads
may, indeed, be poor. Regular calls between field marketing and sales enable
quick identification of opportunities for improvement or areas where more data
is required.

One tactic that is useful in some situations is to capitalize on the natural com-
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petitiveness among sales professionals. If a lead is not picked up and pursued
by the assigned salesperson in a pre-determined period of time (e.g. one week), it
can be automatically assigned to other appropriate salespeople. If the salesper-
son adopts the process and is rewarded with high-quality leads that have been
passed over by other reps, he will begin to see the inherent value. The natural
competitive dynamics of salespeople will factor into the process and the system
will return to its balanced state.

Conversely, if there are an exceptional number of clawback leads, marketing and
sales will need to jointly explore better methods of gaining acceptance of the
process. This could involve marketing improving its presentation of the value of
the information and scoring it provides.

Cherry-Picking

Marketing works with prospects to escort them through a sales process. Along
the way, they achieve higher levels of qualification before they are handed off

to sales. During that process, sales reps can usually identify high potential
leads—even though those leads are still early in the sales cycle—they aren't yet
qualified. Given the revenue quota pressures they face, when they see contacts
with the right roles and responsibilities at ideal target organizations, they often
seek the ability to “cherry-pick” these best leads out of the process. At first, that
might seem like an excellent plan (especially when the entire organization faces
quarterly revenue challenges), but it is imperative to resist this dangerous

temptation. Remember, the new goal of
contemporary marketing is to read the
(Figure 28) buyer’s digital body language to under-
stand his buying process and align your
messaging with it. If the buyer’s digital

body language shows that this ideal ex-
ecutive at the ideal company is not ready
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to buy, then presenting an aggressive “salesy” message and attempting to prema-
turely engage a sales process can have the opposite desired effect: it can push the
prospect away.

If the sales team is hungry for more leads, the answer isn't to cherry-pick leads
that aren't nearly ready for sales engagement. The answer is to slightly loosen
scoring criteria so that the greater volume of leads that do flow through to sales
are the ones that are closest to MQL status—not simply the ones that look great
at a quick glance based on title or company.

MARKETING ASSETS

What assets should marketing provide to the sales team—and how do they dove-
tail with the digital body language milestones and lead-scoring algorithm in
place? Marketing communications efforts based on digital body language must
leverage appropriate hooks and tracking codes to identify and understand the
reactions of individual prospects. That's why it's critical for marketing to close-
ly collaborate with sales to streamline the usage of marketing communications
assets.

While a talented sales professional can craft a message that connects with a
prospective buyer, it is extremely unlikely that he will build in the appropri-

ate tracking mechanisms that identify the prospect’s digital body language in
any responses and incorporate that within the overall profile of that prospect.
Marketing is on thehook for providing a 360-degree view of a prospect and is
the only group with the breadth of communication and tracking tools to achieve
this level of monitoring, data capture, interpretation, and escalation.

When we talk about tracking a marketing asset, most of us think of individual
communication assets—such as e-mail or direct mail. But these are not the only
types of asset that marketing can and should provide to sales. The extended,
complex sales cycle also requires marketing to furnish sales with access to
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predefined communication programs for nurturing, establishment of thought
leadership, introductions, or events. While a sales rep can often leverage his
own intuition to assess where a prospect is in the buying process based on con-
versations, he doesn’t have the capacity to continue to nurture and develop that
prospect over time.

To optimize the sales/marketing collaboration, marketing must provide sales
with sets of entry points where they can add prospects to specific nurturing,
thought leadership, or invitation programs. If marketing provides these entry
points to sales, marketing can take ownership of the prospect—with the appro-
priate monitoring and analysis of digital body language. Later, marketing can
notify sales when that prospect shows the right digital body language (i.e. has
become a MQL) and is ready for engagement with sales.

Sales reps, of course, want to track all of their leads— particularly monitoring
for changes in status. Real-time alerts of significant actions and milestones al-
low sales to stay in tune with what's happening to prospects throughout their
nurture cycle. This sales-marketing communication can help with achieving
greater buy-in and comfort from sales, encouraging them to hand over their
prospects to marketing with assurance that those leads aren’t disappearing in a
black hole.

When this level of coordination is achieved, sales clearly sees the benefits that
marketing contributes in long-term prospect management. What's more, this
exposure to the true lifecycle of a prospect encourages sales reps to gather and
contribute more leads. Often, many organizations find that sales soon becomes a
significant contributor of net new names, bringing an end to the “shadow mar-
keting” that many sales reps undertake on their own. Rather than waiting at a
tradeshow for the perfect “ready-to-close” lead to show up at the booth, a sales
team that has bought-in to marketing through digital body language voluntarily
shifts toward collecting more contacts at any stage and enables marketing to
nurture each of them until they are ready to engage more directly with sales.
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THE SALES ENVIRONMENT

Coordination between marketing and sales requires more than providing the
right value to sales people. It also means providing this value in the right, com-
fortable environment. As technology solutions continue to facilitate the neces-
sary CRM processes, marketing technologies must conform to the way sales
works in ways that facilitate adoption. Sales teams are, of course, notoriously
slow to adopt new platforms, and are users of a limited number of technologies.
That creates particular challenges for marketing, which must dovetail seamless-
ly into this world. The best way to proceed is for marketing to embed its tools
and technologies within the technology that sales has already adopted.

In most organizations, this means the CRM system and client e-mail. Market-
ing has a better chance of succeeding by ensuring its assets and processes are
accessible and available in one or both of these environments. In addition to as-
sets, it will help to make the active profile information, scored leads, and buyer

insight available in these environments as well.

This is a critical concern—and one that must be addressed upfront and imme-
diately. Quite simply, without the information and the tools available to them in
their preferred environments, the adoption rates will suffer greatly—and with it
the value of digital body language approaches that marketing is pursuing.

ENDECA: SALES AND MARKETING RECONCILIATION

Endeca, a leader in Search and Information Access solutions, faced a chal-
lenge that confronts many marketing and sales teams. With a complex and
sometimes lengthy sales cycle, it was difficult to measure the success of
marketing campaigns and investments. Reporting on marketing’s contri-
butions to the bottom line was not well understood or measured and, as is
the case with many marketing and sales teams, left the sales organization
feeling disenchanted with marketing’s ability to help drive revenue.
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In an effort to generate and report on targeted leads, the marketing and
sales teams forged agreement on the definition of a qualified lead. They
also agreed to adopt a methodology of uploading and processing the leads
and opportunities using an integrated Marketing Automation and CRM
system. In addition, they scored the leads based on contact information
and digital body language based on the goal of prioritizing people who
had invested time and money learning about Endeca or their market.

With marketing committed to delivering leads and sales committed to the
follow up process, the executive team was now able to track significant
progress on a dashboard reflecting the lead-to-deal funnel.

Marketing then adopted a “no secrets” policy to further strengthen rela-
tionships and credibility with the sales team. Every campaign was closely
tracked and reports revealed exact investments as well as the resulting
leads, opportunities, and pipeline value that was associated with each
campaign. An internal newsletter, published calendar, real-time account
activity notifications and live dashboards gave further company-wide vis-
ibility to these investments and successes. The marketing team then made
it a habit to familiarize themselves with campaigns that provided the
highest yield of prospect meetings and largest closed deals. This practice
gave them unique knowledge of how the company actually generated rev-
enue, significantly increasing their credibility and value with the execu-
tive team.

With these initiatives in place, Endeca’s marketing team is now able to
better forecast the number of leads and opportunities required to sup-
port a specific industry, allowing them to create historical models of each
conversion ratio and accurately predict the number of leads and oppor-
tunities required to achieve sales revenue targets. By strengthening the
relationship between sales and marketing, from the executive suite to the
field, Endeca’s marketing team was able to become a key contributor to
the overall pipeline.
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INSIDE SALES, TELESALES, & TELEQUALIFICATION

As they embrace the digital body language concept, marketing departments are

working deeper into the funnel to nurture and qualify prospects. That leaves
many organizations with a dilemma over how to structure the departments that
loosely bridge the gap between marketing and sales—organizations like inside
sales, telesales, telemarketing, telequalification, or demand generation. Funda-
mentally, these groups all perform one or two functions—tactical communica-
tion and deal making.

Tactical communication means making outbound calls to prospects at very
specific stages in their buying process to deliver a targeted message, communi-
cate a key idea, or generate an interim response such as event attendance. These
communications are carefully crafted to align with other outbound communica-
tions, usually to carefully selected lists of prospects that have been segmented
deliberately for this communication. The content in the message may be slightly
personalized, but is relatively consistent. The response options to the message
are likewise relatively limited: registering for an event, requesting further infor-
mation, or handing-off to field sales.

With deal making, either inbound or outbound, the inside team is actually em-
powered to transact a deal and generate revenue. Usually, this model restricts
the inside sales rep’s target audience based on loose qualification status, deal
size, product mix, or other metrics. These restrictions are much tighter than for
a field team and, in most cases, face-to-face contact is limited or nonexistent.

In thinking about the alignment and structure of tactical communications vs.
deal-making, it is important to think of their roles. Many teams perform both
roles in some proportion, but are more heavily weighted in one direction or the
other. If the role is predominantly tactical communication, the ideal optimiza-
tion is to use the timing and targeting of other communication tactics conclude
that these teams are most ideally allied with the marketing function that shares
similar goals, tradeoffs, and outputs.
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VMWARE: ALERTS TO ENABLE GLOBAL ACCOUNT TEAMS

The VMWare marketing team wanted to assist their Global Account Man-
agers in their efforts to sell into a select list of targeted accounts. For
the top 65 accounts, a high coverage model was in place with a Global
Accounts Manager focused on only one or two accounts. To penetrate
these accounts, the GAM would patiently work on areas of opportunities
throughout the corporate hierarchy to maximize penetration.

To assist in this process, the VMWare marketing team created a weekly
alert for each GAM on each global account that would summarize the
activity across the entire account. Each contact that had shown interest or
performed any action, from a two page web visit to a deep investigation of
a new product, would be highlighted in the alert. The account rep would
then have access to the full Digital Body Language of each individual.

As soon as it was rolled out across the team, this process began showing
its success. Insights into activity would highlight teams in areas within
an overall corporate structure that were, based on their actions, interested
in virtualization solutions. By identifying these hot spots of activity, and
identifying the exact product of interest for each hot spot, each GAM was
able to identify individual buying processes that were happening at many
levels in a global organization and sell accordingly.

The success of the initial rollout was such that the secondary tier of
named accounts was added to the process, resulting in over 250 of
VMWare's most focused sales reps having deep insight into the buying
processes at their accounts of interest.
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SYNOPSYS: CENTRALIZED MARKETING COMMUNICATIONS

Synopsys is a world leader in software and IP for semiconductor design
and manufacturing. As such, the sales process is very knowledge and
education oriented. Sophisticated buyers and sophisticated sellers ex-
change lots of information throughout a lengthy process. Because of this,
Synopsys discovered that each of their product marketing managers were
sending micro campaigns to small lists of prospects at various stages of
the education and sales process.

This had been a somewhat functional process, but did not allow Synopsys
easy control of their brand and messaging and the risks of over-commu-
nicating to customers due to a lack of centralized control had become
significant. It also did not allow Synopsys any insight into the digital body
language of those prospects as each individual salesperson would send
their small scale campaigns in their own way—often from their desktop—
in a way that did not allow centralized tracking.

To operationalize these communications in a way that still allowed the
knowledge-intensive sales process to progress, but gave Synopsys better
control over brand and better ability to provide insights into their pros-
pects’ digital body language, they decided to centralize the process. Each
salesperson could send any communication that they desired to, to any
list of their prospects, but it would be executed centrally by a marketing
service bureau (of one individual). This enabled consistency in brand mes-
saging and started the process of keeping historical campaign data in one
location.

As with any organization, there were pockets of resistance to either the
creative standardization (all communications would now share a common
look and feel) or to giving up control of a list of contacts. The centraliza-
tion, however, offered three benefits that outweighed these hesitations.

A common theme was more aesthetically pleasing than most of the indi-
vidual efforts, winning over many. The reduction in effort was a second
significant selling point. The ability to instantly see the results of each
campaign, and the individuals who had clicked through and sought fur-
ther information, was the final advantage to win over skeptics.
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During two months, the transition was made to this new operational
model. The field team was able to quickly craft the message and the target
audience they had in mind, which was then passed to the central market-
ing service organization. By centralizing management of the final creative
touches and the distribution of the messages, the marketing organization
was able to maintain control over the branding and look & feel. The team
was also able to ensure the proper tracking was in place to allow insight
into the prospects’ digital body language.

Through centralizing these communications, the Synopsys team was able
to gain control over their brand and the frequency with which they com-
municate with prospects, while at the same time building rapport with
their sales organization. By adding in the ability to observe the customers’
digital body language, they also began to build a foundation for deeper
insights into their audience, and for an internal culture of analytics.

If the role is predominantly deal-making, the optimization takes place from the
point at which a lead is qualified through to closing. The quality of leads pass-
ing into the group is a key driver—much as it is in sales. However, the qualities
of sales technique differentiate the success of one individual in this group from
another. For this reason, if the dominant role of the group is dealmaking, most
organizations will align that group with the sales team.

ALIGNMENT AND METRICS

Sales faces tremendous performance pressures because it's relatively straight-

forward to directly tie compensation to easily defined and measured perfor-
mance metrics. As marketing begins to resolve age old alignment challenges
with sales, this pressure will start to spill over into the marketing organization.
To maintain credibility and guide strategic-investment choices in the end-to-
end marketing and sales process, marketing needs a new approach to analytics.
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0 NE OF THE PERSISTENT CHALLENGES IN MARKETING: MEASURING
AND DEMONSTRATING ITS EFFECTIVENESS IN QUANTIFIABLE WAYS.

Although the value of marketing is generally accepted at a high level (few
would accept the risks of under-investing in marketing, for instance), most

business executives are unable to definitively articulate the precise contribu-

tion that marketing brings.

That becomes problematic in today’s business climate, where the pressure

for accountability increases public and investor scrutiny. Simultaneously, the
rapid proliferation of new media in which to invest has marketers struggling to
understand which options can deliver the greatest return.

In complex-sales environments, these pressures are magnified. Buying cycles
can take months, encompass multiple communications vehicles and prospect
touchpoints—all for a variety of prospects at various stages. Deciphering the
effectiveness of a specific marketing initiative in such an environment is a
daunting task.

The key is to approach the analysis challenge by first recognizing marketing’s
role in observing buyers’ digital body language and accompanying prospects
through their buying process by providing the right messages at the right
times. Assessing the tactics that match prospects, timing, and messages, we
gain a better understanding of how to allocate resources across media types to
optimize ROL.

THE LEAD-SOURCE PARADOX

Many analysts start off by focusing on the concept of “lead source.” When a deal

closes, the analyst credits the marketing initiative that originally surfaced that
prospect, and an analysis framework is built around that structure.
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Unfortunately, this methodology does not yield high-value insights or an ac-
curate picture of the marketing landscape in anything but the simplest of B2B
sales environments.

That's because, as we have seen, the prospective buyer is not suddenly “driven”
to make a purchase because of a well-crafted marketing campaign or elegantly
worded collateral documents. Rather, a purchase is the culmination of a well-
choreographed series of messaging, campaigns, and collateral that—over
time—collectively guide the prospective buyer through education and discovery
processes that are driven by their own internal interests and business goals.
Somewhat randomly choosing the last message, document, event, or campaign
and proclaiming that it is the sole driver of the purchase is a deeply flawed
structure for analysis that can lead to ill-informed and unfortunate decisions
regarding subsequent marketing investments.

-
Webinar #1
Opportunity \ -

Tradeshow
Figure 1: The lead source paradox: each Webinar #2
opportunity is influenced in many ways.

That complexity grows exponentially when one acknowledges that there is not

just one individual making a purchase decision. Teams of influencers, evaluators,
and decision makers are receiving these messages, documents, and campaigns.
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A high-performing and successful marketing organization influences all of these
individuals—whether it's guiding them to recommend a solution, inspire them
to push for it, motivate them to approve it, or convince them not to object to it.

This prospect communication begins long before the active selling process initi-
ates. It may reflect months or years of steady, persistent, and artful nurturing
before a buying event in the prospect’s organization drives them to engage more
actively. Marketing communications also continue during the active phase of
the buying process. To attempt to simplify this buying environment down to a
single “lead source” is attempting to simplify more than the realities of the situ-
ation can logically support.

MARKETING INVESTMENT ALLOCATION

Once marketers can analyze and better understand the impact of their market-

ing initiatives on prospective buyers, they are in a good position to make smart-
er decisions on how to optimally allocate their investments to have the greatest
positive effects on revenue. By returning to the stages of the buying process,
and mapping these to relevant metrics, marketers gain an understanding of
what phases in the buying-process funnel require more effort.

Initiatives to generate awareness may be measured in terms of traffic or raw
inquiries. Marketing campaigns aiming to connect with buyers at the solution-
discovery stage may generate inquiries driven by searches or inquiries on cer-
tain marketing assets such as downloadable demos. Programs to connect to
buyers at the solution-validation stage or guide them into this stage may gener-
ate MQLs that are passed to sales.

By recognizing what stages buyers are at and properly allocating marketing
investments, marketers can enhance their ability to guide prospects to the next
stage of the buying process. Achieving this while ensuring coordinated hand-
offs to sales, marketing generates a comprehensive picture of its investments.
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Understanding the influence of campaigns on buyers at various stages of the
process and using digital body language to assess campaign results, marketers
may finally achieve a more complete picture of marketing ROI.

MARKETING ROI

Assessing the ROI for marketing initiatives and campaigns must start with a
sound understanding of the realities of the complex buying cycle. For instance,
a marketing budget may allocate significant dollars to identifying prospects
who are in the early stages of their awareness or discovery cycle. While the
value of these efforts to the overall marketing strategy isn’'t open to question,
their direct impact will not necessarily show up in the spreadsheet because the
prospects they reach are so early in the purchasing cycle. Other activities and
touchpoints will subsequently take place before the leads are passed to sales.

If we agree that today’s marketing revolves around steering a buyer through
an entire ecosystem by delivering the right messages to the right people at the
right time, then the only effective and proper way to measure a marketing ROI
is to assess it in the aggregate. The metric that matters is high level: the ability

Figure 2: Influence and attribution of marketing campaigns
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of the company’s overall marketing investments to drive the output of qualified
leads. More granular analysis should only compare the individual initiative or
campaign’s against its intended effects.

In fact, the larger challenge in measuring a marketing ROI lies in quantifying
the output. Since marketing’s contribution creates a qualified lead, which itself
has only a given possibility (not statistical certainty) of closing, the question
becomes: how do we quantify that output to calculate an ROI?

Ideally, we'd like to directly connect marketing investments straight through to
the profits derived from the corresponding revenue events that result. Unfortu-
nately, of course, the world isn't anywhere near that cut-and-dried. There are

too many intervening profitability variables (e.g. sales effectiveness) that com-

plicate the analysis.

The simplest way to measure marketing’'s contribution is to measure it through
to a marketing-qualified lead and/or sales-accepted lead. This still leaves room
for an analysis that carries through to revenue, but that is a layer that should
remain secondary to MQL or SAL analysis because it introduces too many other
contributing factors that lie outside the scope of marketing effectiveness.

INFLUENCE AND ATTRIBUTION:

THE NEW MEASUREMENT STRUCTURE

To account for the complexities of analyzing the complex-sales process, we need
a new analysis framework. Every marketing campaign must have a clear over-
arching goal. It could be to educate prospects, remain top-of-mind, establish

a structure for competitive comparison, or encourage prospects to begin their
engagement with the sales team. Tracking a prospect’s digital body language
gives us a way to understand whether this campaign influenced the prospect in

the right way—that influence is what we want to focus on.
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However, each campaign derives its influence in varying ways. We can judge

a campaign that targets nurturing prospects as a successful influence simply
if the recipient reads the message without taking any action. A different cam-
paign, however, might require a prospect to act (e.g. visit a personalized URL
or click on a link) before we can conclude that it influenced the prospect. Or—
building the intensity of interaction—a different campaign might drive pros-
pects to take more explicit action such as submitting a form or downloading a
white paper. Influence for these latter campaigns is measured by whether the
recipient prospect took these affirmative actions.

GIVEN THE GL{Z:Na L Ju WA TN (5] g THAT MARKETERS EXECUTE IN MOST
COMPLEX-PURCHASE ENVIRONMENTS, ANALYSTS WILL OFTEN FIND THAT MANY
CAMPAIGNS EXERT INFLUENCE OVER THE CREATION OF A REVENUE OPPORTUNITY.

Attempting to deduce which campaign deserves the “credit” for a single lead is
highly inexact and prone to mistaken assumptions. Instead, the analyst should
assign a percentage of the revenue opportunity to each relevant campaign that
influenced the prospect. The model can be defined and continually adjusted by
the organization. The campaigns that build the value proposition prior to sales’
direct engagement can be assigned a certain percentage of the value. Campaigns
that capture direct buyer interest receive a separate percentage of the value and
campaigns that initially connect a named buyer at the organization with a sales
engagement receive another percentage of the total value.

Once marketing has crafted a model to calculate the influence of campaigns on
prospect behavior and modeled how the influencing campaigns should be attrib-
uted to the appropriate amount of revenue from opportunities, it's a relatively
simple matter to understand the effects of marketing campaigns. However,
building this analysis framework requires analysts to assess tactics, initiatives,
and campaigns.
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A DISCIPLINE OF ANALYSIS: SEARCH

Many marketing organizations lack the ability to systematically analyze data because,
traditionally, they have dealt with very untrackable media types. Start to create a culture
of analysis by looking at each tactic’s performance. Look at search results on a weekly
basis to understand what people are looking for when they find you. Which searches
indicate market education, vendor discovery, or solution comparison? Which searches
lead to viewing or downloading marketing assets? Do those search queries yield the right
assets based on their buying cycle? Through careful search analysis, you can develop
both a deeper understanding of your buyers and a baseline for future comparison.

Measuring Marketing Tactics

Marketing analysts should start with an assessment of marketing tactics and
the responses that these tactics elicit from prospects. Each tactic—a direct-
mail drop, marketing e-mail message, landing page, search campaign, Web form,
white paper, or Flash demo—must be considered in terms of its own singular
inherent goal as well as for the digital body language signs it spurs if the pros-
pect responds. The analysis should also consider how the digital body language
provides insights into other areas or interests.

If the tactic is driving attendance to an event, it will be structured and analyzed
quite differently than a tactic that nurtures prospects. Next, we should analyze
the actions that are available to prospects—based on their meaning in terms of
digital body language—and determine three metrics: tracking of action, depth
of interest measured, and breadth of interest measured.

P Tracking of Actions—Most new media can be monitored down to the individual
recipient level. For instance, most contemporary e-mail systems let marketers track
who opened the e-mail to read and who subsequently clicked through links in the

L!_._] eBook /10




Digital Body Language Chapter 9: Can You Finally Measure Marketing Effectiveness? by Steven Woods

e-mail. Personal URLs (www.mycampaign.com/JohnSmith) are ideal vehicles with
direct mail pieces because they enable marketers to present uniquely personalized
response messages to each recipient while allowing the marketer to understand the
responses. Search campaigns can be tracked down to the keyword and ad copy, and
can help marketers better understand the intentions and goals of each prospect.

P Depth of Interest—This metric provides much greater levels of insight into pros-
pects’ true intentions and motivations. It’s the difference between a prospect who
sees something in a marketing message that catches his eye, prompting a quick one-
page visit, and a prospect who read the same interesting message but spent more
than 15 minutes at the site, reviewing 12 pages. Likewise, we can assess depth of
interest by observing whether the prospect progresses to the next action. Analyzing
an e-mail campaign to understand who opened it is a good first step. But it is iden-
tifying the prospects who clicked on links, visited the landing page, viewed other
pages, and submitted Web forms that provides the marketer with much more insight
about that buyer’s depth of interest. Today’s marketers must analyze tactics at this
level to understand how effective they are in engaging the digital buyer.

P Breadth of Interest—Similarly, a sound marketing analysis focuses on the breadth
of interest shown by the prospect. Each interaction and prospect touchpoint provides
marketers with an opportunity to refine their understanding of areas their prospects
are most interested in. It's important, therefore, to configure each tactic to capture
this data. Marketers should ensure they understand whether a specific marketing
tactic drove interest in certain product lines or service offerings. We also need to
know whether the prospect was more engaged by the offer of the free giveaway than
by thought leadership white papers that were also included in the offer and whether
the main content or the secondary feed of related articles in a sidebar was the main
driver of prospect click-through.

Only with this clear understanding of each tactic’s performance can we begin to
analyze the performance of overall marketing initiatives in a manner that accu-
rately reflects their contribution to the organization.
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ANALYZING VIRAL CAMPAIGNS

As discussed earlier, NetQoS ran a highly successful viral-video marketing campaign.
But the big challenge for any marketer executing a viral campaign is to quantify its
success. A focus on analytics was built into the fabric of the viral marketing effort for
NetQoS and helped document its success.

First, everything was trackable: Web pages, video views, requests, blogs, and more.

A viral campaign breaks big and fast, leaving no time for testing - so there’s no substi-
tute for thoughtful tracking and analysis strategies. For example, NetQoS analyzed
aggregate and individual-visitor analytics to understand exactly how viewers made
their way to product pages and trial downloads.

Since it was an awareness-based campaign, before/after metrics were compared on
Google search-term exposure, showing a 41 percent increase in search-term exposure
across all NetQoS keywords and a 600 percent increase on the most specific terms.
Blog exposures and mentions were tracked carefully as well. The viral campaign led to
coverage on more than 70 blogs, driving awareness of NetQoS throughout the market.

For leads explicitly driven to download a trial, a source code was captured to mark
that as viral, enabling NetQoS to confidently credit the campaign with a 400 percent
increase in trial registrants in the month the campaign launched. Since these leads led
to meetings, the initial source (the viral campaign) was carried forward as a credited
source for the meetings.

Although the viral campaign was the fifth-highest source for driving meetings in 2007,
it ranked second on opportunity value per meeting showing that it achieved an excel-
lent connection with the right audience for NetQoS products.
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Measuring Marketing Initiatives

Of course, successful marketing communications in the complex-sales environ-
ment isn't driven by one-time standalone tactical communications—these are
only the building blocks of larger strategic marketing initiatives. These might
include event campaigns (webinars, tradeshows, or multi-city tours) promo-
tional campaigns (product launches, price discounts, or customer success
announcements). They might also encompass higher-level strategic campaigns
such as entry into a new vertical market or geography, or a focused effort on a
specific market segment such as small and medium businesses or enterprise-
class organizations. For each of these initiatives, marketers deploy a series of
tactical communications to facilitate an outcome.

To analyze these initiatives, we must first understand the outcomes being
sought. Is it an attempt to raise awareness in a given industry? Perhaps it’'s

an initiative to establish the parameters by which competitors are compared.

It could be a pre-emptive effort to diffuse potential objections. The campaign
could also be an attempt to encourage potential champions to actively engage in
a buying process. Regardless of the goal, each initiative must be measured
accordingly using distinct and carefully calibrated measurement approaches.

It's helpful to view and analyze each marketing initiative as guiding and accom-
panying buyers as they move from one stage in the buying process to the next.
If the goal of an initiative is to create more awareness in the pharmaceutical
sector on the East Coast of the U.S., then the key success metric to measure is
the number of prospects at the awareness/discovery phase that have been
influenced by the initiative. If the goal is to spur prospects to engage with sales, the
key success metric is the number of MQLs that were directly influenced and motivated
by that campaign.
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Of course, as we know, prospects are not necessarily driven by marketing
messages, but by their own internal business needs. Every marketing initiative
can highlight the easiest path to the next phase, present compelling motivations
to take that path, and clarify the benefits of doing so. But unless there is a
current and compelling internal business need at the prospect’s organization,
even the highest-quality marketing initiative will likely be very ineffective.
What's more, unless the prospect is sufficiently far along in his understanding
of the market and available solutions, it is unlikely that he will be ready to move
forward a step.

Even if the prospect does express an interest in engaging with the sales
organization prior to developing a solid understanding of the market, it is still
quite possible—even likely—that he is interacting with sales prematurely—
which only wastes the time of the sales team. These prospects are the “tire
kickers” who request information, demos, and conversations, but are not ready
to make a decision. Any analysis of marketing initiatives must use metrics that
reflect this reality.

By setting the parameters of marketing goals up front—the conversion of
prospects from one phase of their buying process to the next—the marketing
team can both target the right set of prospects (in the target phase of their
buying process) and the right set of messaging (to drive prospects to the next
appropriate phase).

PROCESS AND ANALYSIS ECOSYSTEM

As a billion-dollar enterprise software company, Sybase has a broad and complex
sales and marketing ecosystem. For the Sybase marketing team, given that they are a
provider of some of the industry’s leading database and analytics products, and have
highly analytical executives, this leads to a need to present a clear overview of what is
happening within marketing to all levels of the organization. >
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To do this, the Sybase team focused on three key areas of analytics; sales effective-
ness, campaign success, and coverage optimization. The first of these analytics efforts,
sales effectiveness, became the focus of the bi-weekly pipeline review between sales
and field marketing. For each region, a detailed review of marketing activity and pros-
pect response would be performed for the key accounts in the region. Highlights of the
prospects’ digital body language in accounts that had gone quiet would be used to
trigger different account strategies for those accounts.

The second focus, campaign success, was a marketing-driven effort to analyze the
effectiveness of campaigns against stated goals. Each campaign would be given dif-
ferent goals based on the call to action (ie, web seminar marketing campaigns would
be analyzed on % registered whereas telemarketing campaigns would be analyzed on
qualified leads captured). The campaigns were then analyzed against expected goals
to understand where successes were being achieved and where ideas could be better
shared. This analysis generally remained at the tactical level, as, given the length of
the buying process in question, the macro analysis found marketing influence in over
90% of deals.

The third main focus, coverage optimization, was again done as a bi-weekly exercise.
Top level marketing expenditure amounts were defined based on industry compa-
rables, but within that overall framework, each expense item was coded by region and
product. Comparing both marketing expenditures and prospect interest levels on a
region and product grid allowed Sybase to identify areas in need of additional focus
and reallocate investments quickly to the needed regions.

By leveraging its own analytics technology to better understand the digital body
language of its prospects, Sybase was able to provide its sales team, its marketing
team, and its executive team with a previously unavailable understanding of what was
and was not working in the revenue funnel.
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MEASURING RETURN

Building on this foundation of analysis of both tactics and initiatives, market-
ers now have the ability to understand the return they are achieving on their
marketing investments. As we've seen, various initiatives can be relevant at all
stages of the sales process. However, depending on the stage, they may not tie
directly to the leads that are handed over to sales. To understand the marketing
ROI, marketers must view these initiatives as a portfolio of investments that,
collectively, generate desired outcomes.

The premise is that each tactic in each campaign that connects with a prospec-
tive buyer influences that buyer’s purchase decision in one form or another.
Marketers must monitor and measure the influence of these tactics across a
portfolio of initiatives. As these initiatives nurture, engage, remove objections,
and build relationships with prospects, many prospects will move down the
funnel toward a sales engagement. As they move down the funnel, marketers
select and use different, carefully calibrated campaigns to influence and engage
with them. By the time a revenue event happens, the prospect has been exposed
to a broad set of influences resulting from various marketing initiatives.

To build an aggregate profile of the influence of the entire portfolio of initia-
tives, marketers must apply the same discipline they used to analyze individual
tactics and initiatives. By drawing together a rich profile of this portfolio, marketers
can link back each opportunity or closed deal to the set of initiatives that favorably
influenced it.

Once the marketer establishes the set of initiatives that influenced the revenue
event, the next step is to allocate that revenue across those campaigns. This can
be modeled in a manner appropriate to the length of sales process and areas
that are judged to be the most challenging. >

(Continued on page 18.)
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MARKETING ANALYTICS OF A BI LEADER

Cognos, IBM’s business intelligence and performance management subsidiary, needed
stronger alignment between sales and marketing. With a high-value product and a
complex sales cycle that often extended more than 9 months, however, this was a
complicated proposition.

Many campaigns influence a Cognos buyer over a long period of time, so it was difficult
to show marketing’s precise influence on new and existing pipeline opportunities. It
was also difficult to see the number and age profile of opportunities that had passed
from marketing to sales. Without these key performance indicators, sales/marketing
alignment was elusive at best.

Cognos’s own business intelligence products gave it a distinct advantage. By pulling
deep, detailed metrics on marketing activities and comparing these to the pipeline,
marketing created dashboards on marketing influence. The most successful was a
dashboard showing marketing activities for accounts owned by a particular individual.
This provided each salesperson with a clear view as to the type and amount of market-
ing activity that was influencing his accounts and strengthened his understanding of
exactly what marketing was doing to help him succeed.

One sales cycle clearly showed the value of this approach, when an opportunity
seemed to be progressing well, until it suddenly went silent. Reviewing this dashboard,
the sales rep noticed that 67 activities had happened in the past 2 weeks. No longer did
the opportunity appear dead, but instead it was clear that Cognos was still very much
in the game.

Combined with dashboards of metrics on marketing contribution to pipeline, and age
profiles on sourced opportunities, this metric-oriented approach to marketing enabled
sales and marketing to better align their objectives. Bi-weekly interlock calls between
marketing and sales run in all regions where a regional marketing member works -
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with the sales team to better understand current sales activities, marketing activities
across the region, and response profiles within the top 10 deals. Sales, in turn, has
accountability for follow-up with all marketing-sourced opportunities within 30 days.

While assisting the sales team on a region-by-region basis, the Cognos marketing
team is also developing a deeper understanding of what an active buyer looks like. By
performing a recency/frequency/role analysis across their marketing base, Cognos
began to see that the time between interactions was a key indicator of peak interest.

If the time between interactions went above 10 days, the chance of their being an active
buying interest dropped dramatically.

Using these insights, the Cognos team catered their offer sequence to prospects based
on the typical engagement path for interested buyers. Unique paths of offers, emails,
and web content were crafted for each interest profile. By doing this, the marketing
team was able to increase open rates by nearly 2X and increase clickthrough rates
over 8X, showing a significant uplift in prospect engagement.

(“Measuring Return”— continued from page 16.)

The first campaign to initiate a dialogue and establish a relationship with a
prospect receives a certain percentage of the revenue. The campaign that per-
suades the prospect to engage with the sales professional is attributed another
percentage of the revenue. In this way, a model can be established and optimized
to allocate appropriate amounts of revenue to each campaign in the portfolio.
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THE MEASURED MARKETING ORGANIZATION

Each stage in the funnel is uniquely valuable, and each transition between
stages is uniquely challenging. Collectively, they enable the buyer to become
aware of a solution area, understand the available options, decide that he
sees a need for that solution, evaluate potential options, select a vendor, and
close a deal.

That implies a daunting series of transitions that the buyer must proceed
through. The organization that provides the right information to that buyer
based on the stage he is at and the level of interest he demonstrates is most
likely to succeed. To help ensure this success, marketing must understand which
prospects are at what stages, what thought processes they go through as they
move from stage to stage, and how to optimally provide the information they
need to make those transitions. Without a constant and clear recognition of

this buying process, marketing analysis can easily drift to focus on the wrong
set of measurements.
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