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Data-driven 
strategies for 
survival and 

growth



Pareto distribution | Bottom-up measurement | Profit-based metrics

Customer | Product | Media

Follow the money

Divest loss-making assets

Invest in existing value segments



What’s data driven anyway?

Descriptive - what happened. 

eg. Who bought what & when.  What worked?

Predictive - What’s likely to happen.

eg. Which customers are likely to buy again

Prescriptive - What to do (to achieve a goal).

eg. What’s the optimal price to maximise profit

While machine learning & AI will increase scale, speed & automation, anyone can do this.



Does your marketing team talk about this?

1. Value is never evenly distributed

2. Averages hide ugly things - go granular and build back up.

3. Using metrics that reflect commercial impact

4. Follow the money



Value is not evenly distributed

The “80/20 rule” may be a cliche but the Pareto 
distribution is everywhere.

Revenue opportunity, and risk, is concentrated at the top.

Cost ‘sinks’ tend to be exposed at the bottom.

In disruptive times it’s good to preserve as much value as 
possible and cut - even aggressively - in areas that won’t 
hold back recovery.

Follow the money.

Improving a valuable asset (eg a loyal customer) is 
generally easier, faster and cheaper than transforming 20 
poor performers.



Averages can be deceptive: what Finance sees…

1. X



What nobody sees

1. X



Measure what matters



Use Cases



Customer case 1 - Customer profitability

From a simple profit-based 
segmentation this £5m turnover 
business changed their customer 
management strategy.

- Realigned account management 
growing top segment sales.

- Changed CRM and marketing 
plan, re-allocating budgets.

- Executed a ‘win-back’ exercise 
that delivered £250k in 3 weeks.

- Put in place a ‘high-potential’ 
programme.



Customer case 2 - “Revenue retention” metric

Marketing: 
“Customer retention is 45%”
Finance: 
“And that means?”

There’s often a disparity between 
vanilla customer retention (counting 
customers) versus a view based on 
spend or, better, profit.

This consumer retailer is doing a lot of 
heavy lifting in acquisition and 
adjusted their strategy for existing 
customers after evaluating the impact 
of customer churn on revenues.  



Customer case 3 - Risk

This high-street retailer had a sales 
exposure from ‘at risk’ customers 
that wasn’t apparent from the raw 
customer counts.

Defection risk or, conversely, 
propensity to spend are usually 
predictive questions - allowing 
segmentation that can focus 
resources, messaging, promotion 
strategies etc.

But rough recency / frequency / 
value analysis is a valid start



Potential customer tactics

1. Contribution-based segmentation of customer base and review of internal resource 
allocation (sales, advertising etc) 

2. Deal with customers who are a drain on cash/profit.

3. Add time dimension: revenue retention, growth, decline & super-loyalty.

4. Find doppelgängers

5. Service differentiation



Products

The “long-tail” is widely understood, analysed and managed or exploited

But “Category > Sub-Category > Class > SKU > SKU Variant” hierarchies have the same ‘top down’ issues.

Business critical products are not defined by sales alone - some are below the radar.

- Cash margin
- Velocity (hits) = #times ordered
- Popularity = Proportion of customers buying
- Fulfilment (inbound, warehouse, opportunity cost & distribution)

Median £sales

Very fast moving

Poor cash

Problem (price)

Not top £sales

Very popular

High cash

Profit driver

Not top £sales

Very fast moving

Mid cash

Footfall



Exception Reporting



Making it manageable

From 15,000 products a small team identified a realistic number to ‘move the needle’ & follow the 
money.  Make high importance lines work harder now, then focus on the rest.



Possible product tactics

1. Rough & ready SKU profitability

2. Non-sales metrics to validate or augment ‘must win’ products.  Think about role played and 
impact on promotion strategy.

3. Over/Under indexed products in channels or customer segments.

4. Price & demand elasticity



Media use case: contribution

• Exercise caution: there are pitfalls in going granular that include attribution, statistical 
confidence, non-linear relationships etc.

• But, done well, granularity is powerful in identifying waste and creating competitive 
advantage.

• In the kingdom of the blind…. • Keyword: “ipad”
• CPC: £5
• Conversion rate: 2%
• Price: £349
• Gross profit: 5%
• Cash margin: £17.45
• Cost / conversion: £250
• Profit per unit sold: (£232.55)



Media use case (revisited)



Media use case - Mix optimisation (illustrative)

Disruption changes priorities.

Expanding media metrics 
deeper than ROI or COA 
allows a different view on EBIT 
and cashflow.

Mix adjustment tends to be an 
optimisation (prescriptive) 
problem but now might be a 
time to evaluate.

Beware conflicting goals



Finally, a can of worms

Incremental benefit is not 
discussed enough.

It’s hard to measure and 
challenges our view of 
business performance.

But in a crisis, that’s what 
Finance is asking.  

What is the incremental 
impact of this action or this 
$ spent.



Media tactics

1. Balanced approach to metrics that includes contribution & incrementality aligning media 
mix with financial goals and current reality.

2. Evaluate cash-negative activity & cut ideally where low or zero risk. 

3. Use precursor metrics alongside value analysis to find under-indexed sources of value.

4. Finance-led reviews of agency performance.



Summary

Pareto distribution | Bottom-up measurement | Profit-based metrics

Customer | Product | Media

Follow the money

Invest in existing value segments

Cut losses


