MONEYBALLMARKETING

Finding The Value Other Marketers Miss

5’[’ SAM TOMLINSON warschawski
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SAM TOMLINSON

My career started about as far away from marketing as
one can get: in corporate finamce pf " KXx g" e c
lessons learned (and profit obsession) into the digital

B Ul uvgo. "yjgtg® KXXg = yag

- KXxg"yqgt mgf " hqtt'tapgng froth the g t
- Fortune 500 to pigeed startups on 5 continents, with
udgets ranging from $1,000 to $1M+

fgp Xv" | wuilteach ghers, too. t spegk/ k
B gl ' vig"yqgtnf"cv'"eqgp
ently on the faculty at Johns Hopkins University,

ni University and Georgetown University



O Nice To Meet You

NgvXu"*dtkghn{+"1 gv"vg"mpgy"gcej "qvVv

Dc u
Yjcv"ecp"octmgvkpi "ngctp"htqgo"Cogt k

02
YJCV" Y GXTGlosem
3OV lreenmonce
ABOUT

Ngv Xu" Vcnm" Cdqgwyv

O The Mindset Shift

Ejcpi kpi "jqy"yg"crrtgcej "octmgvkpi X

05 The Practical Implementation

Rgturgevkxgu"ogcp"nkvvng"kh"vjg{"fgqg

O VicvXXu"Cnn. " Hgn mu#"

FgpXv"dg"c"uvtcpi gt #
@DigitalSamIAm .
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THERE ARERICH TEAMS
+

THERE AREPOORTEAMS




DiE ABEICIh N" ycu**cpf"uvknn™ku#+" hcogwu®" hqt

way of thinkingl wuv " nkmg"cf xgtvkukpi"vgfc{O0" V] k

Vel QHERCHCION "™ ¢ nRyIee{ TS N p SWMdEp~g = " ‘etjic /D INg ok U} C L
advocate)
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ANOBVIOUS
SOLUTION WIN MORE GAM

And those better players + better teams shpalkl
things being equalvin more games (both in the
regular + posseason)

FIELD ABETTER TE

In theory, fielding a team comprised of better / more
talented players will result in a better team.

BUY BETTER P

| AY SVjku"gqpg"l wuv"ocmgu"ugpug. "tkijVvA"Yjqg"fggupXv"
the best possible players in each position?

@DigitalSamIAm .



EXCEPTIT -
FQGUP
A ALWAYSVOR

One of the most frustrating (or satisfying, depending on your point of view) things abou
professional sports is the fact that underdogs win and the best / most expensive / mos
vengpvgf"vgco"fggupXv"cnyop{fuy'uwlopd'kWagag Vv kK og

@DigitalSamIAm .



MEET THE
OAKLAND: X U

ONE OF THEOWEST PAYROINSTHE MLB

Vi g" Qc mn tquife falGayqsly'qmptgd' "qg h " v j gbudgét amg and lgayeg u v
dggp" hgt "c"i gqgf"ejwpm"qgh"vj] goéneybghK aecegqgog{nvd" Y
CXu"rc{tgnn?" ytlass thawlidvd'thatdfdhe Vahk&des BS5M+). In fact, the
budget for the movidloneybay c u" j ki j gt "vjcp"vjg"CXu"rc{t

3-STRAIGHY6+ WINSEASONS

Fgurkvg"vjg"ncem"gh"tguqwtegu. "vjg"CXu"oc
seasons in a row primarily relying on players other teams passed up or (in the case of

Fcxkf"Lwuvkeg+"r c k-dohpeftivee le&ddethewchedptheyrcome " Kp "
CXu"ocpcigf"vg" dgc v "funded gpamg tohsistengy: ONDuU " o g u v

@DigitalSamIAm .
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THEY DIIWEIRITHINGS

SABERMETRRRINCIPLES BARGINBINPLAYERS RUTHLESESFFICIENCY

Billy Beane (+ Walter Anderson before him) were early Without the budget to compete for top talent (or even The final cog in the machine was-ouy from both

f kuekr ng u"Sgberiné@&ricenawaded o g u XMLBstandard talent), Beane & Co. were forced to fill rnc{gtu"-"eqcejgu0"Vjg"CXi
stats that were widely (+ quite openly) mocked among their roster using young players (on austtrolled there was a learning curve) by being clear in how they
the ranks of the Baseball elite (scouts, managers, deals), Free Agentssoe wanted, or players that wanted to play + ruthless in optimizing the underlying
etc.) other teams were willing to pay to get rid of. process (vs. the actual result).

@DigitalSamIAm .



ZIGWHEN EVERYONE ELSE ZAGS




BASEBALL,MARKETING WHAT?




" THE PARALLELS AREAL -

APPROACHIFURCATION [HEDEATHDF CLICKS SURPLUS VALBBRUEEZE

For the last 20+ years, most marketers have beensplt Enkemu" ct gp Xv" fgcf . " dwv "Al¢f that lkadgto an gncaméoaple truth: plgtherms n k »
kpvg"vyg'ecoru<"*3+"vjg" teithgrt Forthe ast pSe/ents (2@024),\clicks frame w ul'&(q TikTok, G + Meta have consolidated progressively
gp"cvvtkdwvcdng"ucngu+" c majot platfornis hwivaededinedargdlyldue koopretty n Y " MePfe gd dellars into fewer ad units, driving up CPMs

*hgewugf"qp” v kpi urbottk mg " mabtioaspetoHoic fadtorsTje. g&+eMetd + TikTok Y KNng " gctpkpi “oqtg”g{gdcnn!
more per click than you ever have, while returns are

flatlining.
@DigitalSamIAm .

fighting for the same budget. want you to pay for ads).



TRUTH
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- T L Sy irt— . generation than they are to the disruptors that unlocked new growth and oppartunities
d Lk - 2 not intentionally (mostly), but due to their adherence to a fundamentally flawed

methodology.
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CAPABILITY

Overall Digital Strategy

Paid Media + Digital
Budget

Organizational Structure

Data Sources

Analytics & KPIs

Investment Process

Platform Management

Journey Understanding

Marketing Technology

Testing & Optimization

INITIAL (1)

Does Not Exist

Not Formal;: Ad Hoc

Siloed; ChannelFocused

Not Connected

No Metrics or KPIs Tracked

Done Ad Hoc

Platforms Are Barely Managed

Not Defined

Some MarTech; Not
Integrated or Maximized

None

Gzkuvu"Uqgogy| gt gBxists+glpRetferenced
Know Where. Occasionally.

Defined Budget by

Top-Line Budgets Contract/Vendor/Scope

Somewhat Integrated w/
Legacy Structures

Fully Integrated; Not
Connected to Business KPIs

2+ Key Data Sources Share
Information

Data Repository to Support
Multi-Channel

1-2 Channels Tracked with
Marketing KPIs

All Channels Tracked with
Marketing KPIs

1-2 Established C/T 3+ Established C/T

Centralized Platform
Management

Ind./Team-Based Platform
Management

High-Ng x gn" F g h k p k v Regspna-Speafig Joyngys ‘&
Inform Decisions Points Defined

MarTech Somewhat
Integrated

MarTech Stack Supports
Business Goals

Occasional Testing; Does Not
Impact Program

Regular Testing; Some
Impacts on Program

QUANTIFIED (4)

ADVANCED

Exists & Is Updated Regularly;
Central

Dynamic Budget
based on KPlIs

Integrated & Aligned Around
Business Units

Integrated Data with Designed
Access

All Channels Tracked with
Some Business KPIs

C/T Informed by Customer
Insights

Data-Driven Platform
Management

Defined Micro-Journeys for
Personas

Fully Integrated; Customer IDs,
CDP

Regular Testing; Results
Shared & Adopted

OPTIMIZED (5)

ELITE

Exists; Freq. Updated,;
Dynamic & Shared

Dynamic BudgetT Tied To
Strategy & Performance

Integrated Source Of Truth For
Business Decisions + Evals

All Sources Linked; Data Used
to Inform Ops + Investments

All Channels Tracked with
Aligned Business KPIs

C/T Driven By Customer
Journey & Insights

Fully-Integrated, Data-
Informed PM

Fully Connected Journey for
all Personas

MarTech Supports Full
Lifecycle Marketing

Ongoing S+D Tes ults

Shared & A
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BASEBALL NEEDED MINDSET
SHIFT




WHERE WINE)I\/IE FROI\/I

DKNN[ " DGCPG" (" VJG" QCMNCPF" CXu" UWEEGGFGEF"
BETWEENOW THINGS WERE DANNBVHAT CREATED POSITIVE OUTCOMES

KvXu"c"ukorng"eqgorngz"vjcv"ku"ocffgpkpin{"f khhkewtpwpdverlapksgirzbgsebhall; thatwab k pf " v j ¢
vig"xcnwg"gh"rnc{gtu"yjg"fkfpXv"nqggm"vjg"r ct vschod KH),prXidthingg well thatpmg " v { r kec n"
ectgf"cdgwv"*nkmg"rnc{kpi "fghgpug. "uvgcnkpi " dc u gguwocthmgs:lscpting mrts g préventingd c n nu " k
runs (each of which is also a result of doingsstikhller things, like getting on base and playing efficient defense)
@DigitalSamIAm .



HOW WEHINKSALES HAPPEN

Awareness

Something

Who Knows?

KupXv"V] ku" Cwvgoc\

QOI " C" Ucng#" KXnn" ¢

@DigitalSamIAm .



TRANSLATION

RELEVANT SEARCHEJ Y MonEY! ()3

A YgXtg"cv"dgecdgpf uUgkhe™ hi Geafchs (stil) the domiriant channel by which A Qpeg"yg"4Yigvy"vjg"vtchhke™"
ogcuwtgy"ejcppgnu" vag" 1ug c pgoplerget'intorgnationytes ev€nenjthcAp.p g n u  searches), we assume that people just convert
based on the landing page or site content

A Everyone (even those big legacy brands) are A Al Overviews are used about ~50x more than
investing in performance advertising, search/social ChatGPT for search. A Kh"vjg{"fgpXv."yg"igv"gocHk
ads, etc.

A : hone/inbox until they submit.
A And yes, searches are still one of the most P y

predictive indicators around for purchases

@DigitaISamIAm.



WHAT REALLYHAPPENS
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OPPORTUNITYLIES BETWEEN
PERCEPTION & REALITY




WE MUST PLAYSMARTER




N OFt mgvgtu"*dgnkgxg"kv"qgt"pqgv+"ctg"kp"v
oking to buy wins (sales, leads, subscriptions, etc.) in an increasingly competitive
ndscape. Unlike GMs, our competitive set is not fixed to 29 other teams.
stead of investing in a team of players, we invest in a set of platforms; instead of
nc{u."yg"jcxg"cf"wpkvuO" Dwv" hwpfcogpyv

aximize the value of each player + the expected value of each play.

A Outcomes in marketing admit of randomness; same thing that happens in paseball
in fact, MLB teams average about ~146 pitches per game, and score (on average) jus

over ~4.3 runs per gamegood for a ~2.7% pit¢éb-run conversion rate.

ACpf"hkpcnn{."oquv"octmgvgtu"*vjqgwiij"jqg
s@ission) still think in medieval terms CPCs and CTRs and CPMs and Impressions

and Clickg none of which actually communicate the true value of a given channel,

When it comes down to it, marketers have the SAME 0

rtrgdngo”"vjcv" OND"ueqgwvu"fkf"*ygnn. "fg+<"yglX
thinking about the problem in the wrong way

@DigitalSamIAm .



TWCOCCHANGEREQUIRED

CHANGING THE GAME PRACTICAL IMPLEMENTATION

A Moneybalf at its corer was a fundamental change in how experts (i.e. A Moneyball was more than just a mindset shift; it was accompanied by
GMs, scouts, managers) thought about the game of baseball; we need to concrete steps in how teams acquired, valued and deployed talent.
do the same thing in marketing. . . : : :
J J A Part of this was an emphasis on the underlying process vs. the final
A This starts with recognizing the inherent luck & randomness in outcomes, result; part of this was creating a system of accountability, and part of
along with focusing on metrics that are more predictive to the outcomes this was properly valuing assets relative to what they actually produced.

we want over the long run.

@DigitalSamIAm
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IF YOU WANT RESULTS NO ONE ELSE
GETS,

YOU HAVE TO DO THINGS NO ONE ELS
DOES




THEPHILOSPHICAL

PROCESS & PROBABILITY MEASURE WHAT MATTERS CREATE ACCOUNTABILITY

Advertising and statistics have often found themselves in  Billy Beane & Co succeeded, in large part, because Finallyt and most critically is creatingrue
a contentious relationshipy k v j " oct mgv gt u "tiep fadused thedr evaliatichs on metrics that had (1) ~ accountability at every level of the organizdoon
lwuv " mpagyY cpf"fcvec" uekgp vsignificant pfeticiebower rdledivé Yo whall matterert POtt(@) gahere to the process and (b) deliver against

{gw"cdgwv"vjcvAYyY" Dgvvagt " ogdg @9\,\\/6,%9]6,[ witle¥ ©ided iH theY dved echYstetnY expectations. This starts with a reszkid forecast +

. . g . ) ) ) . H 1] ) 1] H k H 1
thinking about process + probability, vs. just what This is the foundation of a persistent data advantage kuvgtkecn”pwodgt u y1xel
happened. After allife is nothing if not random. performance accountable to our own expectations.

@DigitalSamIAm .



ACu"octmgvgtu. "ygXtg"cnn" i wkn\
gh" Yt g uwn v k pthatis,eyakittthd thige eualiykoig p u "
our process + decisions based on the quality of the outcome
That can be as simple as attributing the success of a given

O U I C O I\/I E S campaign to a recent change, or more nefarols

dramatically expanding a campaign after an especially

TEN D TO BI promising few inbound leads.
AYjgp"yg"fgpXv"crrtgekcvg"vijag"
marketing, we tend to make decisions that are suboptimal,
dgecwug"vjcvXXu"yjcv"ygXtg"ykt

A Moneyball marketing is staststh divorcing the result from the
underlying processintil such time that anomalous performance
can no longer be attributed to bad luck with any reasonable
degree of certainty.

@DigitalSamIAm .



~2% OF WEBSITE VISITORS BUY




WHAT DO YOU MAKEIGR2
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DATAISNOISYIN THE SHORT
RUN &PREDICTIVHN THE LONG
RUN




ESTABLISH YOURNORTH STAR




PRIORITIZPROPERL

Contribution Margin (Absolute & Percentage)

A Quick Ratio

A Marketing Efficiency Ratio (MER)
A Payback Period

A Bucket Ratio

A CAC

CUSme A Net New Customers
€r 7/ A Net Present LTV
S 2} ~ ACPM A ROAS
% Q
A CPC A Revenue
p/az‘fof \ A CTR A Share
th@ff/CS D‘
e o

@DigitalSamIAm .



MARKETING EFF. RATIO (MER) BUCKET RATIO

[Total Revenue] / [Total Marketing Spend] [New + Resurrected + Retained] / [Lost]
Designed to provide a tgvel analysis of how efficiently your Vi ku"cpuygtu"vjg"swguvkgp"gh"kh"{gwXt
marketing investments are performing over time. in new leads/potential customers) quickly enough to offset lapses.

VIETRIC3O LIVE BY

MARKETING RETURN RATE LTV*: CAC Ratio
[Revenug COG§ Marketing] / [Marketing] [Net Present LTV] : [Blended CAC]
_Hk pechn {<"yg" yepvivagimpgy®jqy"rtqg h Kk Vifidteale faf toPmafybfahds that did! walfiyo? LUV & MBtdridlize
in mar.ketlng are, vs. othgr investments .that could be made. Every T this allows us to be cleayed about our customer acquisition
dollar invested comes with an opportunity cost. ) )
picture, relative to the expected LTV (or 30/60/90 day cash)




Vi "

W,  VHAT GETSEASURED

The problem is that most of thisisalHald egf " nkgO0" Vjcv"qpg
Shopper convert. She researched it on Reddit. She browsed your site 5x via
channels. Her friends bought it and raved about it at book (er, wine) club. But be€a®
uj g"enkemgf"qgp"vjg"Ogvc"Cf."ygXtagl

IS WHAT GETSJNDEI

Marketers have done one thing remarkably well in the last 20+ years: convinced an
entire generation of CMOs, Investors & Founders that marketing can trace sales to

'?u\\':‘

specific ads, clicks, campaigns + platforms with {mlimging levels of accuracy.

PP WY L et e T for ) U PO
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TRACKPREDICTIVE MILESTONES
AT EACH INTENT LEVEL




THEPHASE®F THE MAZES

THE MIDDLE OF THE MAGE, END OF THE MAZE) 3

A Interested Enough To Think Aboutlt A Ngv Xu" Ugg" Kh" Vj k uA RendyVojTgke Thie Next\BteH k v

A Example Milestones: A Example Milestones: A Example Milestones:
A Organic Engagement A Newsletter/SMS Sign-Up A Purchase
A Social Profile Visits A Branded Search Volume A Subscription
A Organic Mentions (i.e. Creators/UGC) A Add To Cart A Referral of Friend/Colleague
A Video Views to 50%-+ A Consideration/Comparison Search A Review Submission
A Newsletter Sign-Up Volume A Upsell To Other Product Line

A View of Key Page or Content A Use of Tool or Quiz

@DigitalSamIAm .



#PROTIP. CREATE CONVERSION
ACTION SETS FOR EACH INTENT
LEVEL.




FOCUS ON BUYING
EXPECTENALUE

Hwpf cogpvecnn{."gcej "vkog"yg"dw{"cp"cf"wpkv"qgt"c"enkem"
YgXtg"dw{ kpi "ugogvj kpi "vjcv"jcu"c", ej cpwhegthetthagbea guwnv " k
lead form, a sigap, a mowen, referralt whateverFundamentally, the expected value of the placement is equal to the

sum of the expected value, less the cost of acquiring it.

@DigitalSamIAm .



KVXU" C" TGN C VKX

Most traffic N Some of It
never will show
amounts to NEENY
anything do
something
Interesting
Only a tiny

fraction turns
Into something
good (SQLs)

@DigitalSamIAm .




EXPECTED VALUE =
V" *]1 GXGPV" XCNWG
PROB])




MILESTONES + EXPECTED VALUE
= MAGIC




EVERYTHING LOQKSOD




