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What are we not going to do today?

o Discuss North Star Metrics (see Nick Blac
e Review Popular Industry Metrics

o Review Specific Platforms see ex |


https://nickblack.us/
https://saascan.ca/the-saas-metrics-that-matter-most-for-startups-in-2024-pre-release/
https://saasnorth.com/exhibitor-list/

You can't steer a business Just by following a North
Star. You need a compass and a map.



What are we going to do today?

Learn some stuff about operationalizing data
Consider where our teams need to level up
Dispel some myths about data & analytics

See some examples we can #e-ef be inspired by



Don't mistake scale for maturity



Competitive Advantage

Value

happen?

Diagnostic
Yiha Analytics

happened?

Descriptive
Analytics

Why did it

How can we
make it happen?

Whait vi Prescriptive

Sense & Respond

Difficulty

Predict & Act

Optimizatio!

Whatv

Data Volume

Vihy did it happen?

Stage 1: Manual
Insights

Analytics Maturity Model
Where are you?

Stage 2 Bespoke
Dashboards.

Prescriptive

Predictive

What By It
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ot
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- Analytics

Diagnostics
Analytics

Stage 1ge
Analytics Intelligence

Monetization & Business Impact Potential

-

Standalone
Analytics
Application

Data is not

exploited,

itis used

= D&A is managed
in silos

= Pecple argue

about whose data

is correct

—

= Analysis is
ad hoc

. and

Standalone Bot:
Ansiytics Anel

Selt-Sarvice

-On Inline

ytics Analytics
Level 2

Opportunistic

= IT attempts to
formalize
information
availability
requirements

= Progress is
hampered by
culture;
inconsistent

ﬁmy

= Organizational
barriers and lack
of leadership

= Strategy is over
100 pages; not
busi levant

information
firefighting
= Transactional

= Data quality and
insight efforts, but
still in silos

Infused
Anelytics

Level 3
Systematic

« Different content
types are still
treated differently

= Strategy and
vision formed
(five pages)

_—

= Agile emerges

= Exogenous data
sources are
readily integrated

= Business
executives
become D&A
champions

/

. o |
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. o | sy
. o low

Genius
Anslytics

Level 4
Differentiating

Executives
champion and
communicate
best practices

Business-led/
driven, with CDO
D&A is an
indispensable fuel
for performance
and innovation,
and linked across
programs
Program mgmt..
mentality for
ongeing synergy
Link to outcome
and data used
for ROI

Level 5
Transformational

« D&Ais central to
business strategy

_——

= Data value
influences
investments
Strategy and
execution aligned
and continually
improved
= Outside-in
perspective
* CDOsits
on board

Stage 5: Organizational
Transfarmation

© 2017 Gartner, Inc.



Most startups get

Data Maturity Model ctuck here
Level 1 Level 2 ? Level 3
Manual Complex Integrated
Metrics Reporting Analytics

Hindsight
What hoppened 4

Complex reporting with
built-in visuals,
dashboards,
Customized KPIs and
self-service data tool.

Levely

Predictive




SYSTEMS

PEOPLE

Data Maturity Model

Level1

Manual
Metrics

Spreadsheets
CRM

Billing Platform
Google Analytics

Founders & generalists
App ‘Power Users'
"Pivot Table" skills

Monthly Reports
Modelling

Pitch Decks
Investor Reporting

Level 2

Complex
Reporting

Product Analytics
Alttribution Monitoring
Dashboarding
Anomaly Alerts

Eng/Mktg/PM
Board/Investors
Sys-Admin / Rev-Ops
‘System thinking" skills

North Star Metrics
OKRs

Business Review (QBR)
Budgeting
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PEOPLE SYSTEMS

PROCESSES

Data Maturity Model

Level1

Manual
Metrics

Spreadsheets
CRM

Billing Platform
Google Analytics

e Founders & generalists

e App ‘Power Users'
e 'Pivot Table' skills

Monthly Reports
Modelling

Pitch Decks
Investor Reporting

Level 2

Complex
Reporting

?
Where are YO

Product Analytics
Alttribution Monitoring
Dashboarding
Anomaly Alerts

Eng/Mktg/PM
Board/Investors
Sys-Admin / Rev-Ops
‘System thinking" skills

North Star Metrics
OKRs

Business Review (QBR)
Budgeting
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l[gnore conorts
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Let's Imagine you have this dashboarad

Digital Marketing

Auto date range

[ Last 3 Months

Leads

379

Users to Leads

1.47%

MQLs to SQLs

0.32%

Services

Leads to MQLs

49.45%

SQLs to Opportunities

0.075%

sssss

100
0
Ld L] o

Social Interactions

Lt

13



Let's Imagine you have this dashboard

Digital Marketing
I g“:.‘:s; ;'b?;nths
Leads
Leads 2re HL_
— 379

e %? \

1.47%

t,eg go/ MQLs to SQD

0.32%

Services B Posts
All Al
Users Social Events
2,215
T9.1%
S0
Leads to MQLs
49.45% :
9.45
L] L] o
Social Interactions
SQLs to Opportunities R
2% /W

0.075%

Answers that just cause
confusion:

‘Users haven't flowed
through the full funnel yet'

"We had a stale lead blitz
S0 re-worked extra SQLS
than usual - they showed
up In previous reports’

Protip: You ”{0""?
Lave time for thi€

14



Keep your metrics simple

Metric Value
| eads 10.000 These metrics always work for each of:
MOL S > 000 1. Calendars (weekly, monthly, etc)
2. Comparisons (vs. previous period)
L eads to MQLs 20% .
3. Rolling time (Last 30 days, etc)
SQLs 500
MQLs to SQLs 25% Protip: Thic makes gonl-

cetting much exsier

15



OKRs stifle data-driven growth

16



Let's Imagine you have this OKR

Sales manager

o)

KR

KR

KR

KR

Kickstart sales process activity
indicator improvements

Increase calls per salesperson to
6300 per quarter

Achieve at least 315 demo calls
per salesperson per quarter

Reach at least 33 percent of online
signups via calling them back

Have each salesperson spend at
least 84 hours/mo. on support chat

L AT
M
.

Tl
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Let's Imagine you have this OKR

:7’e Syclem <
updalt
Sales manager — paated mas, Lm/_/y
s b/e o Kickstart sales process activity I 0 a “16’\/6’/’/
Not act'OV\ﬂ I indicator improvements "
tl"/ or weé .y —,
mon b KR Increase calls per salesperson to - 37,
6300 per quarter vl /V
7 ca//,,,,g System,

KR Achieve at least 315 demo calls _ 1 A
per salesperson per quarter ag to ée /09984
ma
KR Reach at least 33 percent of online - o / htm/é/

L\ey kee'b Gl’lﬂt signups via calling them back

oper all 6(“_}'1’100; \\ kR Have each salesperson spend at _
[,1;’(‘ L least 84 hours/mo. on support chat

do to count
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B e
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Instead, define goals from your model

A B e D E F
January February March April May Jun
MaQls 120 132 145 160 176
Activities per MQL 10 10 10 15 15
_ Total Activities 1,200 1,320 1,452 2,396 2,635
Daily Activity Capacity per Rep 20 20 20 60 60
Reps Required 3 3 4 2 2
MQL to Opportunity Rate 25% 25% 25% 25% 25%
Opportunities 30 33 36 40 44
Close Rate 25% 25% 25% 25% 25%
Closed Deals 7.5 8.3 9.1 10.0 11.0
Opportuities per Rep 10 10 10 20 20
Closed Deals per Rep 3 3 3 5 5

b
J

Example Goal: "Increase Daily Rep Activity
from 20 to 60 by end of March’

Why this works:

1. Ensures alignment at
all levels

2. Measurable in a
standardized way

3. Prevents distractions
of pet projects

Your IMOC(E/

ber:
Remetn ctrateqy

communicates your

19



You need to track fewer metrics

20



Everyone focuses on this. but what does it mean”?

Jan - Aug) v

SESSIONS  Yeario

1.50M

1]

Sessions Compare period (Jan - 2020 Aug)

AVG. SESSION DURATION AVG. TIME ON PAGE

Tm8s 3m13s

v 3%

BOUNCE RATE

83.2%

A 0.57%

v 1%

GOAL COMPLETION

39,237 5.63%

A 55%

CONVERSION RATE NEW SESSIONS &

72.4

A 52% A 2%

@ Annual Sales and Marketing Performance Story

48,623 + =

NEW CONTACTS

y

Ne ur

Pr
NEW CONTACTS BY SOURCE
r dal

Offline Source 46,880
Organic Search 1,083
Direct Traffic 468
Social Media 79
Referrals 72
Other Campaigns 24
Email Marketing 16

EMAILS OPENED

198.3k

4102%

EMAILS CLICKED

112,390

A 50%

CONTACT CONVERSION RATE

0.03%

¥ 26%

CUSTOMER CONVERSION RATE

0.01%

Y 11%

SALES PERFORMANCE
fear to Date (Jan 1 - Aug 24) v
Metric Year to date A
New Contacts 48,623 a1
New Deals 1,674  as0%
Closing Deals 1,600 «1170%
Closed Won 562 asox
Closed Lost 804 0%
Avg. days to 41d 21h v 3%
close
New Revenue sTO7k  a7a%
suesevane
4;5,523 1:674 1,6;;)0 s62
-_ - e

21




Instead, roll out scorecards. Start top-down

Senior Leadership Scorecard

KPI (Weekly) Owner
MaQlLs Marketing
Activities per MQL Sales
Daily Activities per Rep  Sales
MAQL to Opportunity Sales
New Opportunities Sales

Sales Team Scorecard

KPI (Weekly) Owner
Activities Rep 1
Activities Rep 2
Activities Rep 3

Target Week 1 Week 2 Week 3 Week 4
28 30 22 41 10
10 9.5 9.2 7.4 8.2
20 16 13 22 16
25% 20% 9% 27% 30%
7.0 6 2 11 ]
Target Week 1 Week 2 Week 3 Week 4
20 16 2 25 17
20 13 22 21 11
20 20 15 19 19

1.

2.

Why this works;

Brings instant focus
Simple to update

Your model likely
already has the most
iImportant metrics

If it doesn't, it should

... Measur€
Pl’ot'P' Mzut review

ever}’tl";"\g' equired:
the minimd™ ‘

22


https://www.amazon.ca/Traction-Get-Grip-Your-Business/dp/1936661837

t's better to start cheap

23
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https://mattturck.com/mad2023/

There's more we don't know, than what we do

What apps will we be using?
Where will we advertise next?
Should we sell through a channel?
What data will our investors ask for?

How much will we raise?

25



Exam'b/e tCCA
ctack from &

—OCcus on learning before maturing ¢, iqc-A Startep

Data Sources ETL Data Warehouse Business Intelligence
- ~ (Extract, Transform, Load) (Dashboards, Reports & Viz)

Google Ads

Facebook Ads Funnel

HubSpot

Google BigQuery }—‘ Superset

Fivetran

Retool

Google Sheets

This system can connect

All data is replicated This is where we log

to *many* systems and
automatically keep it in
sync with the Data
Warehouse

here. This database has
read-only copy of all our
CRM, ads, finance, etc.

in to see, create, and
edit reports and
dashboards

, )

J etc

26



Google Ads

Some simple guidelines to get started

ETL
(Extract, Transform, Load)

Facebook Ads > # Funnel

HubSpot

Google Sheets

o

o

P )

g g

& g g
2

&

This system can connect
to *many* systems and
automatically keep it in

sync with the Data
Warehouse

Data Warehouse Business Intelligence
(Dashboards, Reports & Viz)

Google BigQuery Superset

Hr

Pick your Storage tool based on costs

Pick your ETL tool based on pre-
existing connectors and transaction
cost. Avoid customization &
transforms

Pick a Bl tool that lets you experiment
with your current team

27



Delegate KPIs, not analysis

28



We all write job descriptions that look like this

(Canada) Associate Marketing Manager

Jokkkvr 97 reviews
B g e S gl

Fixed term contract

Apply on company site 1

Job  Company

A successful candidate will have excellent written and oral communication skills, data driven analyses and
insights, strong interpersonal skills, deep curiosity about how things work, and a passion for building
excellent value propositions and communication plans.

Key Responsibilities:

* Support the Demand leaders’ campaign strategy to execute and maintain high-impact multi-
touch campaigns and events that inspire consumers and drive engagement

* Coordinating marketing campaigns, collaborating with an agency to facilitate creative
strategies, appropriate channel mix, manage budgets, analyzing campaign performance and
ensuring effective communication between g+ ¥ =™ “um.and the agency.

* Responsible for consuming and leveraging Portfolio narratives to produce audience-centric

"..data driven analyses and
insights..”

"..analyzing campaign
performance..”

".Implementing our marketing
data and analytics strategy..’

".maintaining reports and
dashboards.”

29



Imagine a Job posting that looked like this:

Associate Marketing Manager

Your mission: Produce social campaigns that
increase monthly MQLs by 100% over the next
year, while keeping our Cost-per-MQL within
257% Of current performance.

Protip: Thic applies to all

rolec, even executives!

30



KPls communicate strategy

31





https://www.pexels.com/photo/a-basketball-team-in-a-huddle-6767008/

But canvases and playbooks give us examples like this

One Page Strategy Plan with Purpose & Initiatives

PURPOSE

2018 Focus + Increasing Sales Revenues

ONE PAGE STRATEGIC PLAN

Enter your sub headline here

Vision Mission

Simple vision statement Simple mission statement

Market Needs Comms Channels L
IRrgstiCustomurs What is it that Where will your customers Strategic Goals Key Objectives
Who are your primary What are your top
customers? your customers find you? Haw.wl'ﬂ bt goals? Market Development Process Improvement People Development Product Development
need from you? communicate with them? Text Here Text Here Text Here Text Here
Strategic Priorities Initiatives

Priorities #3 Priorities #4 Priorities #5

Target #1

These targets are
likely aligned to
your priorities.

What is it that you
need to achieve
this year?

Target #2

Target #3

But not
necessarily

Need a prompter
for your targets?
Answer this...

Or what is it that
you want your
customers to
achieve this year?

Target #4
What will you
have achieved
to know that.

Keep each point

snappy and in a

way that you can
read it simply.

* Review Distribution Strategy = Implement Lean Process

= This slide is 100% edifable.

This slide is 100% editable.

= Revenue/Month

This slide is 100% editable.

This slide is 100% editable.

This slide is 100% editable.

* Increase Teamwork

= This slide is 100% edifable.

* This slide is 100% edifable.

Key Performance Indicators

Case tocase day

This slide is 100% editable.

= % Turnover/Month

* This slide is 100% edifable.

= Increase Quick-change
Regulator Line

This slide is 100% editable.

= New Product
Revenue/Month

» This slide is 100% editable.

This slide is 100% editable. Adapt it fo your needs and capture your audience’s attention.

33



Decigned to be chared acrosS
your entire compary

FOREVER

CORE VALUES IDEAL CUSTOMER
Value 1 Key characteristics that
Value 2 nings like

e,
raphy, Market

Value 3 d Product or

Value 4

PRODUCT

VISION

Brief description of your

duct, y in the form of
Lorem ipsum dolor a positionin: ement the

consectetur adipisc

highlights your key
differentiators or value drivers

MISSION

Thic ic the
: gl ncpimtioha/
e ctuff

Lorem ipsum
-

BHAG

Lorem ipsum $XY dolor sit
amet, consectetur adipiscing

elit

3 YEAR

2025 TARGETS
KPI #1
KPI #2
KPI #3
KPI #4

KPI #5

2023-2025 CHESS MOVES

= |nitiative #1 (Owner)
- |nitiative #2 (Owner)
= |nitiative #3 (Owner)

= |Initiative #4 (Owner)

N/

Move distant

KPLe pulled 4,
YUt mode/

1 YEAR

QUARTERLY

2023 TARGETS

KPI #1 # KPI #1 #
KPI #2 # KPI #2 #
KPI #3 # KPI #3 #
KPI #4 # KPI #4 #
KPI #5 # KPI #5 #

2023 CHESS MOVES

Initiative #1 (Owner)

Initiative #1 (Owner)

Initiative #2 (Owner) Initiative #2 (Owner)

Initiative #3 (Owner)

L )

>
-
= |Initiative #3 (Owner)
>

D\

Or\/y the most
critical nitiatives

Initiative #4 (Owner) Initiative #4 (Owner)

initintives act as &
ctrategic roadmap

ProTip: IF you need OKRs,

bace them on the initiativee
34


https://www.linkedin.com/in/sloangaon/

l_l One Page Strategy

FOUNDATIONAL

CORE VALUES (4
@ Honesty & Empathy
& Diversity & Solidarity

ﬁk Play & Responsibility

@ Push

VISION (KA

Fulfilling careers for the
world's professionals, from
their first job to last

MISSION 2

Deliver the tools, skills, and
professional community that
people need to thrive in their
careers

BHAG (KA

Create and Lead the Career
Success Category

CAREER SUCCESS [7

Experiencing financial health

and work you enjoy, while

feeling fulfilled in your peer
inity and life choi

IDEAL CUSTOMER [Z

Canada and US individuals,
18-35 yrs old, earning
$18K-$50K annually, with at
least some college education

Seeking a new job. intech.ina
customer-facing role

Has functional technical skills,
business-fluent English. and
sustained access to a
computer and internet

PRODUCT (KA

We sell a membership that
includes online training, job
matching. coaching, and a
members-only network

Our product flywheel demos
our unique insights:
e Career Successis a
repeating cycle
o Community is at the core
¢ Members have personal

journeys and use different
features at different times

3 YEAR

2025 TARGETS
Member Customers

ARR

Revenue CAGR

Profit Margin

Sponsored Members
"Career Success” Backlinks
“Career Success” Searches

Earning Potential Increase for
Equity-Seeking Members

2023-2025 CHESS MOVES

L2 I T %

1 YEAR

2023 TARGETS
Member Customers (YE)
ARR (YE)

Monthly Churn (Annual Avg)
Unloaded CAC (Dec)
Loaded CAC (Dec)

Gross Margin (Annual)

NPS (Annual)
Equity-Seeking Members

Earning Potential Increase

2023 CHESS MOVES

-

- Re-design go-to-market to use lead
and deal scoring at core (Greg)

= Level-up billing/collections processes
& systems Uenna)

Updated May 29, 2023

QUARTERLY

Q2 2023 TARGETS

Member Customers

ARR o
Strategic Partner ARR

Monthly Assisted-+Billable

New Deals on Subscriptions

New Members

MQL—Deal Rate

Unloaded CAC o

Loaded CAC

Q2 2023 CHESS MOVES

- Replace DSA with ASA Uenna)

¥
"

= Re-align marketing and sales to
updated ICP (Toya + Greg) 35



What did we cover?

7 counter-intuitive rules for data-driven businesses

~N OO0~ N

Don't mistake scale for maturity
l|gnore conorts

OKRs stifle data-driven growth
You need to track fewer metrics
It's better to start cheap
Delegate KPIs, not analysis

KPIs communicate strategy

36



Data is hard. Be kind to yourself

'‘Be good to yourself when, nobody else will" - Journey

37



Reach out if | can ever be helpful
joseph@uvaro.com | 519-616-1377



https://linkedin.com/in/josephfung
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