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Executive Summary

In today's competitive B2B marketing landscape, conversion optimization has evolved from a
tactical consideration to a strategic imperative. As digital channels become increasingly
saturated and marketing budgets face heightened scrutiny, converting existing traffic more
effectively has emerged as the most efficient growth lever available to marketing leaders.

The digital landscape continues to evolve at a rapid pace, creating new challenges for
businesses seeking to optimize their conversion rates. While traditional approaches have
served organizations well in the past, focusing solely on single metrics or isolated website
elements often limits long-term success. Through extensive work with complex B2B sales
environments, we've identified significant opportunities to enhance conversion strategies,
particularly for organizations navigating multi-stakeholder decision processes.

This white paper introduces the "Test What Matters” framework—a comprehensive, strategic
approach for optimizing B2B buyer journeys. Unlike traditional conversion optimization
methods that often rely on best practices or surface-level adjustments, this framework gives
you a systematic methodology for identifying and focusing on the most impactful
optimization opportunities specific to your business context.

The Test What Matters Framework
The Test What Matters framework strategically integrates three powerful conceptual models:

1. Journey Friction Mapping: This analytical engine examines conversion patterns across
customer segments, journey stages, and interaction types, giving you a clear picture of
where to focus optimization efforts for maximum impact.

2. Motivation and Friction Analysis: This qualitative lens helps you understand user
experience through five essential components: Value Perception, Credibility Factor, Process
Simplicity, Information Clarity, and Incentive Driver—the key psychological factors that
influence buying decisions.

3. Buying Committee Sales Playbook: These specialized techniques address the unique
dynamics of B2B decision-making, helping you navigate complex buying committees and
accelerate sales cycles.



What You'll Achieve

By implementing this framework, marketing leaders can:

Identify the highest-impact testing opportunities across their digital ecosystem
Understand the true drivers of conversion in complex B2B environments

« Implement a structured, data-driven optimization process

Achieve measurable improvements in conversion rates and marketing ROI

« Transform conversion optimization from tactical adjustments into a strategic driver of
business growth

L]

The Test What Matters framework delivers both strategic guidance for leadership teams and
practical tactics for implementation across various industries. It proves particularly valuable
for organizations navigating the complexities of B2B sales and committee-based decision
processes, where traditional conversion optimization approaches often fall short.

This white paper will guide you through each component of the framework, provide practical
implementation steps, and demonstrate its application through real-world case studies. By
the end, you'll have a comprehensive methodology for identifying what truly matters to your
specific audience and optimizing the elements that will drive meaningful business results.
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THE CONVERSION CHALLENGE

Why Traditional
Approaches Fall Short

Conversion optimization has evolved significantly over the years. What began as simple A/B
testing of button colors or headlines has matured into a sophisticated discipline that analyzes
complex customer journeys, behavioral patterns, and psychological triggers. This evolution
reflects the increasing complexity of digital experiences and the changing ways businesses
make decisions today.




THE CONVERSION CHALLENGE

The Traffic Trap: Why More Visitors
Isn't Always the Answer

Most marketing strategies heavily emphasize driving new traffic to digital properties. However,
this approach eventually faces a fundamental challenge: the law of diminishing returns on

media spend.

No paid media campaign scales infinitely. As you increase your media spend, you'll inevitably

encounter three distinct phases:

Initial Growth Phase

Early media investments target
high-intent, transactional
keywords with strong ROl These
are the "low-hanging fruit" of
your audience—prospects
actively searching for solutions
like yours with clear purchase
intent.

Initial
Growth

>

Diminishing
Returns

Diminishing Returns Phase

As you exhaust the most
valuable keywords and
audiences, additional spend
requires targeting less
transactional keywords higher in
the funnel. These prospects have
lower intent, resulting in
decreased conversion rates and
higher acquisition costs.

Negative
Returns

Negative Returns Phase

Eventually, increased spend
yields negative marginal returns.
Each additional dollar spent
brings in traffic that converts at
such a low rate that it actually
reduces your overall conversion
efficiency.

At a certain spending level, the most effective way to boost revenue is by improving
conversion rates rather than acquiring more traffic. This insight fundamentally shifts the
optimization focus from "more visitors' to "better conversion of existing visitors."



THE CONVERSION CHALLENGE

The Revenue Multiplier:
Why Conversion Rate Matters
More Than You Think

To understand why conversion optimization is so powerful, consider the fundamental growth
equation:

Revenue = Visitors x Conversion Rate x Average Customer Value

Most organizations focus disproportionately on the first variable (visitors), often neglecting the
multiplier effect of the second (conversion rate). Yet mathematically, doubling your conversion
rate has the same revenue impact as doubling your traffic—but typically at a fraction of the
cost.

Consider this example:

Current State After Traffic Increase After Conversion Increase

Conversion Rate 2% 2% 4%
Customers 2,000 4,000 4000
Avg. Value $500 $500 $500
Revenue $1,000,000 $2,000,000 $2,000,000

Troffic Cost

Net Revenue

$2,000,000

$800,000

$400,000

$1,600,000

$200,000

$1,800,000

In this simplified example, doubling traffic or doubling conversion rate both result in the same
gross revenue increase. However, the conversion improvement delivers $200,000 more in net
revenue because it doesn't require additional traffic acquisition costs.



THE CONVERSION CHALLENGE

The B2B Conversion Puzzle:
Why B2B Is Different

While conversion optimization proves valuable in any context, B2B environments present
unique challenges that traditional approaches often fail to address:

1.

Multiple Stakeholders: B2B purchases typically involve 6-10 decision-makers, each with
different priorities, information needs, and concerns. A CFO evaluates financial impact,
while a technical buyer focuses on implementation details and compatibility. Traditional
optimization approaches rarely account for these diverse stakeholder perspectives.

. Extended Sales Cycles: B2B sales cycles often span months, with multiple touchpoints

across different channels. This extended timeline makes it difficult to attribute conversion
improvements to specific changes and requires a more sophisticated approach to
measurement and optimization.

. Winding Buyer Paths: B2B buyers rarely follow a linear path through your funnel. They jump

between stages, revisit content multiple times, and engage with your digital properties in
unpredictable ways. Traditional funnel-based optimization models struggle to account for
this complexity.

. Diverse Entry Points: Different stakeholders enter your digital ecosystem at different points

and through different channels. The technical evaluator might discover you through a
search for specific capabilities, while a C-suite executive might encounter your thought
leadership content. Each entry point requires a tailored approach to optimization.

. Tailored Information Requirements: Each stakeholder requires different information to

move forward in their decision process. Content that resonates with one committee
member may be irrelevant or insufficient for another. Traditional one-size-fits-all
optimization approaches fail to address these varied information requirements.



THE CONVERSION CHALLENGE

Beyond Surface-Level
Optimization:
Why Traditional Methods Fall Short

Through extensive work with B2B organizations, we've identified several common limitations in
traditional conversion optimization approaches:

1. Beyond Surface-Level Data: When you focus solely on overall conversion rates, you miss significant
performance variations across different customer groups, journey stages, and interaction types. For
example, an overall 3% conversion rate might mask an excellent 8% rate for one key segment
alongside a 0.5% rate for another. By analyzing these segments separately, you can uncover
targeted improvement opportunities.

2. sustaining Growth Beyond Quick Wins: Basic optimization tactics like improving page speed,
simplifying forms, or enhancing call-to-action visibility often deliver quick wins. However,
sustainable growth comes from identifying and addressing specific, diagnosed issues rather than
applying generic solutions.

3. Smart Investment in Growth: Optimization resources—time, budget, and specialized skills—deliver
the greatest impact when focused on high-priority opportunities. A systematic approach to
identifying, diagnosing, and prioritizing the most significant conversion opportunities maximizes
return on investment.

4. Conversion as Customer Experience: Effective optimization connects with broader customer
experience strategies. This integrated approach ensures that improvements enhance customer
satisfaction, strengthen relationships, and increase lifetime value rather than focusing solely on
immediate conversion metrics.

5. Conversion as a Strategic Business Driver: By integrating conversion optimization with wider
marketing strategies and business goals, these efforts transform from isolated tactical exercises
into strategic drivers of competitive advantage and business growth.

These insights have led us to develop a more sophisticated, nuanced approach to conversion
optimization. The Test What Matters framework recognizes the multi-dimensional nature of customer
decision-making and addresses the complexities of modern digital experiences, particularly in B2B
settings with complex sales cycles.

By examining conversions through a multi-layered analytical lens, organizations can look beyond
surface-level metrics to understand the specific factors that influence conversion behavior. This
approach enables businesses to identify precise conversion opportunities, implement targeted
improvements, allocate resources efficiently, align optimization with customer experience strategies,
and transform conversion optimization into a strategic business advantage.
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The Integrated Framework
Strategic Foundation

To address the diverse challenges of modern conversion optimization and leverage the
opportunities from deeper customer understanding, the Test What Matters framework
represents a fundamental advancement in optimization strategy. This approach combines
analytical depth, user-focused empathy, and adaptability to specific contexts—particularly
valuable when navigating complex B2B sales and committee-based decisions.

User-Focused
Empathy

Optimization
Strategy

Analytical
Depth

Adaptability




THE INTEGRATED FRAMEWORK: STRATEGIC FOUNDATION

Why You Need a
New Approach

Traditional optimization methods often take a linear approach, sometimes oversimplifying
user behavior and struggling to adapt to different decision-making groups. While these
approaches may improve isolated metrics, they rarely create systemic, lasting improvements
across the entire conversion ecosystem.

The Test What Matters framework overcomes these limitations by integrating multiple
perspectives into a cohesive, actionable strategy. It recognizes that conversion isn't driven by a
single factor but emerges from a complex system of interactions. Effective optimization
requires understanding:

« The user's context (their segment, their journey stage)
- The quality of their experience (defined by key psychological and usability factors)
+ In B2B scenarios, the internal dynamics of organizational decision-making



THE INTEGRATED FRAMEWORK: STRATEGIC FOUNDATION

Your Three-Pillar
Optimization Strategy

The Test What Matters framework integrates three robust conceptual pillars, each contributing
a unique and essential layer of analysis and action:

1. Journey Friction Mapping — Understanding the What, Who, and Where: This foundational pillar gives
you the essential structure for breaking down conversion performance. It systematically analyzes
patterns across three critical dimensions:

- Customer Segments (identifying distinct user groups)
- Journey Stages (mapping user progression from awareness to post-purchase)
- Interaction Types (categorizing the various ways users engage with digital assets)

This dimensional analysis helps you pinpoint precisely where optimization opportunities exist and for
which customer groups.

2. Motivation and Friction Analysis — Understanding the Why: This pillar breaks down user experience
into five core psychological and practical components that influence behavior:

« Value Perception (perceived investment of money, time, and effort)

- Credibility Factor (assessment of legitimacy, credibility, and security)

- Process Simplicity (ease of navigation, task completion, and mental effort)

« Information Clarity (clarity of information, understanding of value and process)
« Incentive Driver (perceived benefits, emotional drivers, and incentives to act)

This pillar gives you the qualitative depth to understand why conversion challenges identified by
Journey Friction Mapping are occurring, by diagnosing opportunities in these fundamental user
experience drivers.

3. Buying Committee Sales Playbook — Accelerating Complex Sales: Recognizing the unique
challenges of B2B environments, this pillar integrates specialized strategies for optimizing digital
journeys when committees, not individuals, make decisions. It addresses complexities like stakeholder
priorities, long decision cycles, varied information needs, and the crucial support internal champions
need to build consensus.



THE INTEGRATED FRAMEWORK: STRATEGIC FOUNDATION

How the
Pillars Work Together

The power of the Test What Matters framework lies in how these three pillars work together to
create a comprehensive optimization strategy:

« Journey Friction Mapping identifies where conversion issues occur and
for whom

« Motivation and Friction Analysis diagnoses why these issues are
happening

. « Buying Committee Sales Playbook provides specialized solutions for

Solution complex sales environments

Diagnosis

« Journey Friction Mapping provides quantitative analysis of

Quantitative ,
conversion patterns
Qualitative + Motivation and Friction Analysis adds qualitative insights into user
psychology
Strategic « Buying Committee Sales Playbook delivers strategic approaches

for B2B complexity

+ Journey Friction Mapping transforms raw data into structured
patterns
Insight + Motivation and Friction Analysis converts these patterns into
actionable insights
« Buying Committee Sales Playbook translates insights into
targeted interventions




THE INTEGRATED FRAMEWORK: STRATEGIC FOUNDATION

From Tactical Fixes to
Strategic Growth

The Test What Matters framework represents a fundamental shift in how organizations

approach conversion optimization:

FROM
Q isolated tactical adjustments
(button colors, headline tests, form simplification)

FROM
_Q Generic best practices applied
universally

FROM
Q Optimizing for immediate conversion
metrics

FROM
Q Treating all traffic equally

FROM
_Q Treating B2B buying as a linear
individual process

TO
Strategic, system-level optimization of your entire

customer conversion ecosystem

TO
Context-specific strategies tailored to unique
business environments

)
Optimizing for long-term customer value and
business growth

TO
Prioritizing high-value segments and journeys

TO

Recognizing and addressing the complex
dynamics of committee buying

By integrating these three pillars, the Test What Matters framework offers unmatched depth of
understanding and a comprehensive toolkit for optimization. It helps you drive significant and
sustainable conversion improvements by moving beyond simple A/B testing of isolated
elements to foster a strategic, evidence-based approach. This approach optimizes your entire
customer conversion ecosystem, tailored to the specific context and complexities your
organization faces.

The following sections will explore each pillar in detail, providing practical guidance on
implementation and demonstrating how they work together to create a powerful optimization
strategy.
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PILLAR 1
Journey Friction

Mapping

Journey Friction Mapping serves as the foundational analytical engine of the Test What
Matters approach. Its strength lies in its systematic method for breaking down overall
conversion performance into components that are understandable, measurable, and
actionable. This pillar gives you the essential structure for identifying precisely where
optimization efforts should be focused for maximum impact.




Your Analytical Engine for
Conversion Success

Traditional conversion optimization often relies on aggregate metrics like overall website
conversion rate or revenue per user. While these metrics provide a useful snapshot, they
frequently mask significant variations in performance across different user groups, journey
stages, and interaction types.

Journey Friction Mapping addresses this limitation by giving you a three-dimensional
framework for analyzing conversion patterns. This approach allows you to identify specific
opportunities where optimization will have the greatest impact, rather than applying generic
best practices across your entire digital experience.

The Customer Segment
Dimension

Beyond Basic Demographics

The Journey Stage The Interaction
Dimension Type Dimension
Mapping Complex Paths =] Cataloging Engagement Points




The Three Dimensions
That Matter

Journey Friction Mapping focuses on three critical dimensions:

o L] E
The Customer Segment Dimension &\
Beyond Basic Demographics =

« Behavioral data: Browsing patterns, purchase history, engagement levels, and interaction
preferences

+ Value-based metrics: Current or potential lifetime value, acquisition cost, and profitability

« Contextual factors: Device type, location, time of day, and referral source

For B2B contexts, this dimension particularly emphasizes identifying segments that represent
different roles within buying committees, as these roles often have distinct information needs
and decision drivers. Common B2B segments might include:

« Economic buyers (focused on ROl and business impact)

« Technical evaluators (concerned with implementation and integration)

- End users (interested in usability and functionality)

- Procurement specialists (focused on terms, conditions, and pricing)

- Executive sponsors (interested in strategic alignment and business outcomes)

By analyzing conversion performance for each segment separately, you can identify which
groups are underperforming and require targeted optimization.



The Journey Stage Dimension
Mapping Complex Paths

The Journey Stage dimension employs a comprehensive mapping methodology that defines
key stages from initial awareness through to purchase and beyond. Unlike simplistic funnel
models, this dimension recognizes that modern buyer journeys are rarely linear, especially in
B2B contexts.

Common journey stages include:

« Awareness: Initial discovery of solutions to a problem

+ Education: Learning about potential approaches and solutions
« Consideration: Evaluating specific options and vendors

+ Evaluation: Detailed assessment of the preferred solution

« Decision: Final selection and purchase process

« Implementation: Post-purchase onboarding and adoption

+ Expansion: Opportunities for upsell, cross-sell, and renewal

For B2B contexts, this dimension expands to map the often non-linear and extended journeys
of multiple stakeholders within a buying committee. This includes identifying micro-
conversions for different personas and understanding the interconnections between these
parallel journey threads.

By analyzing conversion performance at each journey stage, you can identify specific
bottlenecks where users are failing to progress to the next stage.



The Interaction Type Dimension C
Cataloging Engagement Points

This dimension categorizes the many ways customers and prospects interact with your
organization:

« Channel-based interactions: Welb, mobile, email, social, in-person, phone

+ Modality-based interactions: Visual, textual, conversational, video, interactive

« Complexity-based interactions: Depth of website engagement

« Initiative-based interactions: Customer-initiated versus organization-initiated

+ Functionality-based interactions: Information-seeking, transaction, support, account
management

By analyzing conversion performance across different interaction types, you can identify which
specific engagement points are underperforming and require optimization.



Your Step-by-Step Approach
to Dimensional Analysis

The structured methodology of the Contextual Opportunity Identifier involves several key
analytical approaches:

1 Dimensional

2 Cross-Dimensional
Mapping

Analysis

Your first step is to systematically map Once your dimensional mapping is
conversion data and user behavior complete, cross-dimensional analysis
across the three dimensions (Customer identifies patterns, correlations, and
Segments, Journey Stages, and insights across the dimensions. This
Interaction Types). This creates a multi- might reveal, for example, that technicall
dimensional matrix that allows for evaluators consistently underperform
granular analysis of conversion across all journey stages, or that mobile
performance. conversion rates lag significantly at the
evaluation stage regardless of user
For example, instead of looking at an segment.
overall form completion rate of 15%, you
might analyze: This analysis helps prioritize optimization
efforts by identifying the most significant
ﬁ 8 and widespread conversion challenges.
Technical 4 Evaluation 4 Mobile =8%
Evaluators Stage devices
(segment) (journey) (interaction)

Form completion rate for technical evaluators (segment)
in the evaluation stage (journey) on mobile devices
(interaction) = 8%

< J
Economic 4 Consideration 4 Desktop =22%

Buyers Stage (interaction)
(segment) (journey)

Form completion rate for economic buyers (segment) in
the consideration stage (journey) on desktop
(interaction) = 22%

This dimensional mapping reveals specific
opportunities that would be invisible when
looking only at aggregate metrics.



PILLAR 1: JOURNEY FRICTION MAPPING

==d 3 Variance Analysis

4 Trend Analysis

Variance analysis examines the degree Trend analysis examines how conversion
of difference in conversion performance patterns change over time, helping you
across dimensions. Large variances often identify emerging opportunities or issues.
indicate significant optimization This might reveal seasonal patterns, the
opportunities. For example, if desktop impact of market changes, or the effects
conversion rates are 25% but mobile of previous optimization efforts.

rates are only 5%, this 20% variance
suggests a critical mobile experience
issue that requires attention.



How to Implement Journey
Friction Mapping

Implementing Journey Friction Mapping involves several practical steps:

1. Define Your Dimensions

« Identify the key customer segments relevant to your business
+ Map the stages in your customer journey
« Catalog the primary interaction types your customers use

This creates the framework for your dimensional analysis.

2. Collect and Organize Data

« Ensure your analytics platform can track and segment data across all three
dimensions

« Set up appropriate tagging and tracking to capture segment, journey stage, and
interaction type data

« Create dashboards that visualize conversion performance across dimensions

3. Conduct Dimensional Analysis

« Analyze conversion patterns across available dimensions, including journey stages
and interaction types

- Where role information is available (through forms, account data, or behavioral
patterns), incorporate this as an additional analytical lens

« Look for patterns in content consumption and conversion behavior that might indicate
different stakeholder priorities

« Identify significant variances and patterns

« Prioritize opportunities based on potential impact and strategic importance



4. Quantify Impact Potential

For each identified opportunity, analyze:

- Users impacted (% of total traffic)

- Conversion impact (% of total conversions)

« Current performance (conversion rate)

« Benchmark performance (what's possible based on other segments or competitors)
- Improvement potential (the gap between current and benchmark performance)

- Business value (the financial impact of closing this gap)

5. Create an Opportunity Matrix

Develop a prioritized matrix of optimization opportunities based on impact potential and
implementation difficulty.

This methodical approach ensures that your optimization efforts focus on the specific
opportunities with the greatest potential impact, rather than spreading resources thinly
across multiple areas or relying on generic best practices.

Journey Friction Mapping gives you the "where" and "for whom" of conversion optimization.
In the next section, we'll explore how Motivation and Friction Analysis adds the crucial
‘why" dimension, helping you diagnose the specific experiential factors that influence
conversion behavior.
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PILLAR 2
Conversion
Motivation Drivers

While Journey Friction Mapping excels at identifying where and for whom conversion
challenges occur, Motivation and Friction Analysis provides the crucial qualitative lens to
understand why these challenges exist from a user experience perspective. This pillar offers
you a structured vocabulary to diagnose experiential factors at any point identified by Journey
Friction Mapping.




Understanding What
Really Drives
Conversion Decisions

Conversion is fundamentally a psychological process. Users make decisions based on a
complex interplay of rational evaluation, emotional response, and contextual factors. The
Motivation and Friction Analysis framework breaks down this complexity into five core
components that influence user behavior throughout the conversion journey.

Unlike generic user experience frameworks, Motivation and Friction Analysis is specifically
designed to diagnose conversion challenges. It gives you a systematic approach to
understanding the psychological barriers that prevent users from taking desired actions, as
well as the motivational factors that can overcome these barriers.



The Five Drivers That
Control Conversion

The Motivation and Friction Analysis framework consists of five master drivers, each addressing
a critical aspect of your user's decision-making process:

1. Value Perception (Perceived Investment)

This driver examines how users perceive the overall investment associated with a
product, service, or interaction. This isn't limited to financial cost but includes time
investment, effort required, cognitive load, and the perceived flexibility in managing these
investments.

Key Components:

« Financial Value Perception: How users evaluate monetary costs, including price,
payment terms, and perceived value for money

« Time Value Perception: How users assess the time required to complete a process,
implement a solution, or realize benefits

« Effort Value Perception: How users perceive the mental and physical effort required to
engage, implement, or use a solution

+ Risk Value Perception: How users evaluate potential downsides, including financial risk,
reputational risk, and opportunity cost

Diagnostic Questions:

« Is the value proposition clearly communicated and immediately apparent?

- Are costs (financial, time, effort) transparent and justified by the perceived benefits?
+ Are there unexpected costs or commitments revealed late in the process?

- Does the user perceive the investment as appropriate for the expected return?

Integration Example:

When Journey Friction Mapping identifies higher drop-off at the pricing page for a price-
sensitive customer segment, the Value Perception driver helps you diagnose whether this
is due to unclear value communication, unexpected costs, or a fundamental
misalignment between price and perceived value.



2. Credibility Factor (Risk Assessment & Trust)

This driver addresses your user's perception of risk and the credibility of your organization
and its offerings. It encompasses elements like security assurances, brand reputation,
social proof, transparent policies, and professional design. Credibility issues often lead to
hesitation and abandonment, especially for high-value transactions or when sensitive
information is required.

Key Components:

« Brand Credibility: How users perceive your organization's reputation, expertise, and
authority

« Offering Credibility: How users evaluate the quality, reliability, and effectiveness of your
specific product or service

« Transaction Credibility: How users assess the security, transparency, and
trustworthiness of your transaction process

+ Information Credibility: How users judge the accuracy, completeness, and honesty of
the information you provide

Diagnostic Questions:

« Are appropriate trust signals present and visible at critical decision points?

« Is social proof (testimonials, case studies, reviews) available and relevant to the user's
context?

« Are security measures and privacy policies clearly communicated?

« Does your overall design and content quality convey professionalism and attention to
detail?

Integration Example:

When a new customer segment (e.g, enterprise buyers) shows higher bounce rates on
product pages, the Credibility Factor driver guides your investigation into the presence
and visibility of enterprise-specific trust signals like security certifications, enterprise case
studies, and compliance information.



3. Process Simplicity (Ease of Progression & Fluency)

This driver focuses on how easy and intuitive it is for users to navigate, find information,
complete tasks, and interact with your digital interface. It covers aspects like clear
navigation, logical information architecture, intuitive design patterns, minimal cognitive
load, and efficient task flows.

Key Components:

« Navigation Simplicity: How easily users can find what they're looking for and
understand where they are

+ Interaction Simplicity: How intuitively users can interact with interface elements and
complete desired actions

« Decision Simplicity: How easily users can make choices without excessive options or
complex trade-offs

« Process Simplicity: How smoothly users can progress through multi-step processes or
journeys

Diagnostic Questions:

« Is the user journey logical, with clear next steps at each point?

« Are forms and interactive elements designed for efficiency and ease of use?

« Is the cognitive load minimized, with information presented in digestible chunks?
« Are there unnecessary steps or friction points in critical processes?

Integration Example:

When analytics show users repeatedly failing to complete a multi-step registration
process, the Process Simplicity driver guides your audit of the form's design, the clarity of
instructions, the number of steps, and the ease of error correction.



4. Information Clarity (Clarity of Information &
Understanding)

This driver focuses on how well information is delivered and understood by your user. It
ensures users feel comfortable and knowledgeable enough about your product, service,
value proposition, and transaction process to proceed.

Key Components:

« Content Clarity: How clearly information is written, organized, and presented

+ Value Clarity: How well the benefits and value proposition are communicated

« Process Clarity: How clearly the steps, requirements, and expectations are explained

« Technical Clarity: How effectively complex or technical information is made accessible

Diagnostic Questions:

+ Is information presented in clear, jargon-free language appropriate for the audience?
« Are complex concepts explained through visuals, analogies, or progressive disclosure?
« Is critical information highlighted and easily scannable?

« Are users' potential questions anticipated and addressed proactively?

Integration Example:

When a specific customer segment (e.g, non-technical users) shows lower conversion
rates for a technically complex product, the Information Clarity driver prompts your
evaluation of the clarity of product descriptions, the availability of explanatory content
(videos, FAQs), and the simplicity of technical language used.



5. Incentive Driver (Perceived Upside & Drivers to Act)

This driver explores your user's underlying reasons to convert — the perceived benefits,
emotional drivers, and incentives. It asks, "What's in it for the user?” and considers
elements like value proposition clarity, emotional appeal, urgency, scarcity, and
alignment with user goals.

Key Components:

+ Rational Incentives: How clearly the functional benefits and practical value are
communicated

« Emotional Incentives: How effectively the solution connects with emotional needs and
aspirations

« Social Incentives: How the solution addresses social needs like status, belonging, or
recognition

« Urgency Incentives: How time-sensitivity or scarcity is commmunicated to prompt action

Diagnostic Questions:

« Is the core value proposition compelling and relevant to the user's specific needs?
« Are benefits communicated in terms of outcomes rather than features?

« Is there an appropriate sense of urgency or reason to act now?

+ Are calls-to-action clear, compelling, and aligned with the user's goals?

Integration Example:

When overall conversion rates are lower than expected despite good process simplicity
and information clarity, the Incentive Driver encourages your examination of the core
value proposition, the persuasiveness of calls-to-action, the use of compelling imagery or
testimonials, and the presence of timely incentives.



Your Systematic Approach
to Driver Diagnosis

The Motivation and Friction Analysis framework employs a systematic diagnostic approach to

identify specific issues within each driver:

1.

Heuristic Evaluation:

Expert evaluators assess your digital experience against established criteria for each
driver, identifying potential issues and opportunities for improvement.

User Research:

Qualitative research methods like interviews, surveys, and usability testing gather direct
user feedback on their perceptions and experiences related to each driver.

Behavioral Analysis:

Analytics data, session recordings, and heatmaps provide behavioral evidence of how
users interact with elements related to each driver.

Competitive Benchmarking:

Comparison with competitors and industry standards helps you identify relative strengths
and weaknesses in each driver area.

A/B Testing:

Controlled experiments test your hypotheses about specific driver-related issues and
potential solutions.



How the Two Pillars
Work Together

The true power of Motivation and Friction Analysis emerges when integrated with Journey
Friction Mapping:

1.

Targeted Diagnosis

Journey Friction Mapping identifies specific segments, journey stages, and interaction
types with conversion challenges. Motivation and Friction Analysis then provides you a
framework for diagnosing the specific experiential factors causing these challenges.

Prioritized Investigation:

By focusing diagnostic efforts on the highest-impact opportunities identified by Journey
Friction Mapping, you use resources efficiently to address the most significant conversion
barriers.

Segment-Specific Analysis:
Different segments may experience different driver-related challenges. For example,
technical evaluators might struggle with Information Clarity, while economic buyers

might be more concerned with Value Perception. The integrated approach allows you to
develop segment-specific diagnosis and solutions.



4. Journey-Stage Mapping:

Different drivers often have varying importance at different journey stages. For example,
Credibility Factor may be critical during initial consideration, while Process Simplicity
becomes more important during the purchase process. The integrated approach maps
driver relevance to journey stages.

5. Interaction-Type Optimization:

Different interaction types may require different driver optimizations. For example, mobile
interactions might need greater emphasis on Process Simplicity, while detailed product
pages require strong Information Clarity. The integrated approach tailors driver
optimization to interaction context.

By overlaying Motivation and Friction Analysis onto the findings from Journey Friction Mapping,
the Test What Matters approach allows you a much richer diagnosis of conversion challenges.
A conversion issue is no longer just a drop-off point; it becomes a specific opportunity to
enhance one or more of these experiential drivers for a particular segment at a certain
journey stage during a specific interaction.

This integrated approach transforms conversion optimization from a tactical exercise in
button colors and headline testing to a strategic initiative that addresses the fundamental
psychological factors influencing user decisions. The next section will explore how these
insights can be further enhanced through specialized strategies for B2B committee buying
scenarios.
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PILLAR 3
Buying Committee
Sales Playbook

The third pillar of the Test What Matters framework directly addresses the realities of B2B sales,
where decisions are rarely made by a single individual. While the first two pillars provide
powerful tools for identifying opportunities and diagnosing experiential factors, this pillar
specifically tackles the unique dynamics of committee-based purchasing decisions that
characterize complex B2B sales environments.




PILLAR 3: BUYING COMMITTEE SALES PLAYBOOK

Understanding Committee
Dynamics in B2B
Purchasing

Your typical B2B buying committee includes several key roles:

« Economic Buyer: The person with budget authority who evaluates ROl and business impact

» Technical Buyer: The person who assesses implementation, integration, and technical
requirements

» User Buyer: The end user who evaluates usability and day-to-day functionality

» Champion: The internal advocate who promotes the solution within the organization

* Influencer: Subject matter experts who provide input on specific aspects of the decision

» Blocker: Stakeholders who raise objections or concerns that must be addressed

Each of these roles approaches the buying process with different priorities, evaluation criteria,
and information needs. The economic buyer might focus primarily on cost and ROI, while the
technical buyer prioritizes compatibility and implementation requirements. The user buyer
cares most about functionality and ease of use, while the champion needs persuasive
materials to convince others.

This diversity of perspectives creates a complex decision ecosystem that traditional
conversion optimization approaches struggle to address.
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The Unique Challenges You
Face in B2B Commiittee
Conversions

Our insights from working with complex B2B sales environments have identified several critical
challenges that you must address for effective optimization:

1.

Conflicting Priorities & Multiple Personas

Different committee members have different—and sometimes conflicting—priorities. The
CFO may prioritize cost reduction, while the end user prioritizes functionality, and the IT
manager focuses on security and integration.

These conflicting priorities create conversion challenges when your digital experiences
fail to address the specific concerns of each stakeholder. Content that resonates with
one committee member may actually create objections for another.

The Test What Matters approach explicitly incorporates the need to identify and cater to
these diverse roles. Each role becomes a sub-segment within Journey Friction Mapping,
each with distinct priorities that map to different Motivation and Friction Analysis
sensitivities.

Longer, Complex Decision Cycles

B2B purchase decisions typically unfold over months rather than minutes, with multiple
touchpoints across different channels. This extended timeline creates several conversion
challenges:

« Users may enter and exit the journey multiple times

Different stakeholders may engage at different points in the process

Information gathered early in the process must be easily shared and referenced later
« The internal selling process the champion must navigate is often invisible to marketers

The Test What Matters framework adapts the Journey Stage dimension to reflect these
extended cycles. You map the internal selling process the champion must navigate,
identify key internal milestones, and understand the information flow between committee
members.
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3.

Varied Entry Points & Information Needs

Different committee members will enter your digital journey at different points and seek
different types of information:

« The technical evaluator might discover you through a search for specific capabilities
« The economic buyer might encounter your thought leadership content
« The end user might be referred directly to a product demo

This diversity of entry points creates conversion challenges when experiences aren't
tailored to the specific context and information needs of each role.

The Test What Matters approach uses the Interaction Type dimension, combined with
role-based segmentation, to tailor content and experiences to these varied entry points
and specific informational requirements.

Supporting the Internal Champion

In most B2B sales, an internal champion must advocate for your solution within their
organization. This champion needs resources to effectively sell your solution to other
stakeholders and address their concerns.

Traditional conversion optimization often focuses solely on converting the individual
visitor, neglecting the resources the champion needs to drive consensus within their
organization.

A core tenet of the Test What Matters approach is equipping your internal champion with
the resources they need to effectively advocate for the solution within their organization.
This includes providing easily shareable content, data-backed arguments, and tools to
address potential objections from other stakeholders.



PILLAR 3: BUYING COMMITTEE SALES PLAYBOOK

Your Strategies for
Optimizing Committee-
Based Decision Processes

The Test What Matters framework incorporates several specialized strategies for B2B
committee optimization:

1. Role-Specific Content as a Core Intervention

You prioritize the development of content specifically tailored to the concerns and
informational requirements of each key stakeholder in the buying committee. This
content is designed to resonate with their specific Motivation and Friction Analysis
sensitivities and address their common questions proactively.

Implementation Approaches:

+ Explicit Role Selection: Provide navigation options that allow users to self-identify
their role and access tailored content

» Behavioral Segmentation: Use content consumption patterns to infer roles and
dynamically adjust experiences

» Guided Pathways: Create role-specific journeys that address the unique
concerns of each stakeholder

» Content Filtering: Allow users to filter content based on their specific interests
and priorities
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2. Multi-Touchpoint Journey Mapping

You emphasize mapping the journey not just for one persona, but for the collective
committee, identifying how and when different members engage and what information
they require at each stage to move the decision forward.

Implementation Approaches:

Committee Journey Visuadlization: Create visual maps that show how different
stakeholders interact throughout the decision process

Milestone-Based Content: Organize content around key decision milestones rather
than linear funnel stages

Cross-Role Touchpoints: Identify points where multiple stakeholders engage together
and optimize these critical moments

Handoff Optimization: Improve the transitions between different stakeholders in the
decision process
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3. Facilitating Internal Selling

Your intervention strategies include creating easily shareable assets that empower the
champion to build a compelling internal case.

Implementation Approaches:

» Shareable Content Formats: Create PDFs, slide decks, and other formats designed for
internal sharing

» ROI Calculators: Provide tools that help champions quantify the business case

» Objection Handling Guides: Equip champions with responses to common objections
from different stakeholders

« Committee Collaboration Tools: Provide platforms for committee members to
collaborate and share information
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4. Addressing Varied Information Needs and
Entry Points

You recognize that different stakeholders require different information presented in
different ways.

Implementation Approaches:

» Layered Content: Present information in layers, from high-level summaries to detailed
technical specifications

« Multi-Format Content: Offer the same information in different formats (text, video,
interactive tools) to suit different preferences

« Contextual Entry Points: Optimize landing pages for different traffic sources and entry
points

» Progressive Profiling: Gradually collect information about users to better tailor their
experience
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Supporting Internal
Champions

A critical aspect of B2B committee engagement is providing the right resources to internal
champions who advocate for your solution within their organization. These champions face
several challenges:

1. Building Consensus: Champions need to align diverse stakeholders with different priorities

and concerns
2. Addressing Objections: Champions must respond to objections from various committee

members

3. Maintaining Momentum: Champions need to keep the decision process moving forward
despite competing priorities

4. Navigating Politics: Champions often need to navigate internal politics and competing
agendas

The Test What Matters framework provides specific strategies for supporting champions:

1. Champion Toolkits: Curated collections of resources designed specifically for internal

advocacy

2. Stakeholder Mapping Tools: Interactive tools that help champions identify key
stakeholders and their concerns

3. Business Case Builders: Templates and calculators that help champions develop
compelling business cases

4. Objection Response Matrices: Organized resources that address common objections from
different stakeholders

5. Progress Tracking Tools: Resources that help champions track and communicate
progress through the decision process

By integrating these Buying Committee Sales Playbook strategies with Journey Friction
Mapping and Motivation and Friction Analysis, the Test What Matters framework provides you a
comprehensive approach to optimization that addresses the full complexity of B2B buying
decisions.

This integrated approach transforms conversion optimization from a tactical exercise focused
on individual user behavior to a strategic initiative that addresses the complex dynamics of
committee-based decision-making. The next section will explore the practical implementation
methodology that brings these three pillars together into an actionable optimization process.
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IMPLEMENTATION METHODOLOGY

The 8-Step Process

While the three pillars of the Test What Matters framework provide the strategic foundation for
optimization, effective implementation requires a structured, repeatable process. This section
outlines an 8-step methodology that brings the framework to life, providing marketing leaders

with a practical roadmap for implementation.

Goal
Definition

Analytics
Implementation

Audience
Segmentation

Test
Planning

Opportunity
Identification

Customer
Research

Test
Execution

Analysis and
Iteration



Goal Definition

Effective optimization begins with clearly defined goals that connect to broader business
objectives. This critical first step ensures that all your optimization efforts contribute directly to
meaningful business outcomes.

1. Define Business Objectives:

Start by identifying the overarching business goals your optimization efforts should
support. Examples include:

« Increase revenue from target accounts in priority markets

« Reduce customer acquisition costs for high-value segments
« Accelerate sales cycles for enterprise deals

« Improve customer retention and expansion rates

+ Enhance marketing ROl across channels

These high-level objectives provide the strategic context for your optimization program.

2. Map Conversion Goals:

For each business objective, identify the specific conversion actions that contribute to its
achievement. Examples include:

+ Increase resource downloads by technical decision-makers
Improve demo request completion rates from enterprise prospects
« Increase form submissions from qualified leads

Enhance engagement with ROI calculators by economic buyers

+ Improve webinar registration and attendance rates

These conversion goals represent the specific metrics your optimization efforts will target.



3. Establish KPIs and Measurement Framework:

Define how you'll measure success for each conversion goal. This includes:

- Primary metrics (e.g, conversion rate, completion rate, engagement rate)

. Secondary metrics (e.g, time on page, scroll depth, interaction rate)

. Segment-specific metrics (e.g, conversion rate by role, industry, or company size)

- Business impact metrics (e.g, revenue influence, pipeline contribution, cost savings)

A comprehensive measurement framework ensures you can accurately assess the
impact of your optimization efforts.

Implementation Tool: Goal Definition Worksheet

The Goal Definition Worksheet helps you structure this process by prompting you to:

« Define 1-3 primary business objectives

Map 3-5 supporting conversion goals for each objective
Establish KPIs for each goal

« Set baseline metrics and improvement targets

« Identify stakeholders responsible for each goal

This worksheet ensures alignment between optimization efforts and business priorities,
creating a clear line of sight from tactical improvements to strategic outcomes.



Analytics Implementation

Effective optimization requires robust analytics that can track user behavior across segments,
journey stages, and interaction types. This step ensures you have the data foundation needed
to identify opportunities and measure results.

1. Audit Current Tracking:

Begin by assessing your existing analytics setup to identify gaps and opportunities for
enhancement:

« Review current tracking implementation and data collection
Identify missing events, properties, or dimensions

« Assess data quality and reliability

Evaluate reporting capabilities and limitations

This audit provides you a clear picture of your current analytics maturity and areas for
improvement.

2. Implement Enhanced Tracking

Based on the audit findings, enhance your analytics implementation to support the Test
What Matters framework:

- Set up segment tracking (role, industry, company size, etc.)

- Implement journey stage tracking (awareness, consideration, decision, etc.)
- Add interaction type tracking (channel, device, modality, etc.)

« Configure conversion event tracking with appropriate properties

« Implement form analytics and error tracking

+ Set up session recording and heatmap tools

This enhanced tracking enables the dimensional analysis required by Journey Friction
Mapping.



3. Validate Data Collection:

Before proceeding, verify that your enhanced tracking is working correctly:

Test tracking across different user scenarios

Validate data accuracy and completeness

« Ensure proper segmentation and categorization

Confirm that all conversion events are captured correctly

Thorough validation prevents analysis based on flawed or incomplete data.

4. Create Reporting Dashboards:

Develop dashboards that visualize conversion performance across the three dimensions:

+ Segment-based dashboards showing performance by user type

- Journey-based dashboards showing progression through stages

+ Interaction-based dashboards showing performance by channel and device
« Cross-dimensional dashboards showing performance at key intersections

These dashboards provide you the ongoing visibility needed to identify opportunities and
track improvements.

Implementation Tool: Analytics Audit Checklist

The Analytics Audit Checklist helps ensure comprehensive tracking implementation by
prompting you to verify:

« Conversion event tracking for all key actions

« User segmentation capabilities across relevant dimensions
« Journey tracking across all stages

« Form analytics including field completion and error rates

« Session recording setup for qualitative analysis

« Heatmap implementation for interaction analysis

« Cross-device and cross-session tracking capabilities

- Data validation procedures and quality checks

This checklist ensures your analytics foundation can support the sophisticated analysis
required by the Test What Matters framework.



Opportunity Identification

With goals defined and analytics in place, the next step is to systematically identify your
highest-impact optimization opportunities using the Contextual Opportunity Identifier.

1. Map User Segments:

Define the key customer segments relevant to your business:

+ Role-based segments (e.g, technical evaluator, economic buyer, end user)

« Industry-based segments (e.g, healthcare, financial services, manufacturing)

.« Company size segments (e.g, SMB, mid-market, enterprise)

- Behavioral segments (e.g, first-time visitors, returning researchers, active evaluators)

These segments form one dimension of your opportunity analysis.

2. Map Journey Stages:

Define the stages in your customer journey:

- Awareness (initial problem recognition)

« Education (learning about potential solutions)

- Consideration (evaluating specific options)

- Evaluation (detailed assessment of preferred solutions)
- Decision (final selection and purchase)

- Implementation (post-purchase onboarding)

- Expansion (upsell, cross-sell, renewal)

These journey stages form the second dimension of your opportunity analysis.



3. Map Interaction Types:

Catalog the ways users interact with your digital properties:

- Channel-based interactions (web, mobile, email, social)

- Content-based interactions (blog, whitepaper, webinar, demo)

- Functionality-based interactions (information, transaction, support)

- Complexity-based interactions (simple view, form completion, configuration)

These interaction types form the third dimension of your opportunity analysis.

4. Quantify Impact Potential:

For each intersection of segment, journey stage, and interaction type, analyze:

« Users impacted (% of total traffic)

» Conversion impact (% of total conversions)

- Current performance (conversion rate)

- Benchmark performance (what's possible based on other segments or competitors)
- Improvement potential (the gap between current and benchmark performance)

- Business value (the financial impact of closing this gap)

This analysis helps prioritize opportunities based on potential impact.

5. Apply Prioritization Framework:

Develop a prioritized list of optimization opportunities based on:

- Potential impact (traffic volume x conversion improvement x value per conversion)
« Implementation effort (resources, time, and complexity)

- Strategic alignment (importance to business objectives)

- Confidence level (certainty of diagnosis and solution)

This prioritization ensures you focus on the opportunities with the highest return on
investment.



Implementation Tool: Opportunity Matrix

The Opportunity Matrix helps structure this analysis by:

« Creating a visual matrix with segments, journey stages, and interaction types
« Populating cells with traffic and conversion data

+ Calculating impact scores based on multiple factors

« Color-coding opportunities by priority

+ Providing a clear view of where to focus optimization efforts

This matrix transforms complex data into actionable insights about where to focus your
optimization resources.

Step 4: Customer Research

Once you've identified high-priority opportunities, the next step is to understand why these
conversion challenges exist by conducting targeted research using the Conversion Motivation
Drivers framework.



Customer Research

Once you've identified high-priority opportunities, the next step is to understand why these
conversion challenges exist by conducting targeted research using the Conversion Motivation
Drivers framework.

1. Research Planning:

Develop a research plan that addresses your priority opportunities:

- Define specific research questions for each opportunity

. Select appropriate research methods across all four quadrants (qualitative/
quantitative and attitudinal/behavioral)

« Determine sample sizes and participant criteria

« Create research timelines and resource allocations

A comprehensive research plan ensures you gather the insights needed to diagnose
conversion challenges.

2. Qualitative Research:

Conduct qualitative research to understand the "why" behind user behavior:

« Customer interviews with representatives from key segments
Usability testing of critical conversion paths

Focus groups exploring decision criteria and barriers

+ Open-ended surveys gathering feedback on specific experiences

Qualitative research provides rich insights into user motivations, barriers, and needs.



3.

Quantitative Research:

Conduct quantitative research to measure the "what" and "how much® of user actions:

« Analytics analysis of conversion patterns and drop-off points
+ Funnel analysis showing progression through journey stages
« Form analytics identifying field completion rates and errors

- A/B test results analysis from previous optimization efforts

Quantitative research provides statistical evidence of where and how conversion
challenges occur.

Attitudinal Research:

Gather insights on how users perceive your brand and offerings:

« Brand perception surveys measuring trust and credibility

+ Value proposition testing to assess clarity and impact

« Preference testing comparing different messaging approaches

« Competitor comparisons evaluating relative strengths and weaknesses

Attitudinal research helps understand how user perceptions influence conversion
behavior.

Behavioral Research:

Observe how users actually interact with your digital properties:

+ Session recordings showing user journeys and pain points

+ Heatmaps and click maps revealing interaction patterns

+ Eye-tracking studies showing attention and focus areas

« Navigation path analysis identifying commmon routes and detours

Behavioral research provides objective evidence of how users engage with your
experiences.



6. Research Synthesis:

Integrate findings from all research methods to develop a comprehensive understanding
of conversion challenges:

« Map findings to the five Conversion Motivation Drivers

« Identify patterns and themes across research methods
« Develop specific hypotheses about conversion barriers
« Connect research insights to optimization opportunities

Thorough synthesis transforms disparate research findings into actionable insights.

Implementation Tool: Research Planning Matrix

The Research Planning Matrix helps structure your research approach by:

« Organizing research methods across the four quadrants (qualitative/quantitative and
attitudinal/behavioral)

« Mapping specific research questions to appropriate methods

+ Defining sample sizes and participant criteria for each method

« Creating a timeline and resource allocation plan

« Establishing a synthesis approach to integrate findings

This matrix ensures a balanced research approach that addresses both the "‘what” and "why"
of conversion challenges.



Audience Segmentation

With a clear understanding of your opportunities and their underlying causes, the next step is
to define meaningful audience segments for targeted optimization.

1. Segmentation Strategy Development:

Define your overall approach to segmentation based on your business context:

Identify the most relevant segmentation dimensions (role, industry, behavior, etc.)

« Determine the granularity of segmentation needed
« Assess technical capabilities for implementing segmentation
Establish governance for managing and updating segments

A clear segmentation strategy ensures consistent and effective audience targeting.

2. Segment Definition:

Create detailed definitions for each target segment:

- Demographic characteristics (role, industry, company size, etc.)
- Behavioral indicators (content consumption, site usage, etc.)

+ Intent signals (search terms, referral sources, etc.)

- Value indicators (potential deal size, strategic importance, etc.)

Precise segment definitions enable accurate targeting and personalization.



3. Committee Role Segmentation:

For B2B contexts, develop specific segments for different buying committee roles:

- Economic buyers (focused on ROl and business impact)

Technical evaluators (concerned with implementation and integration)

End users (interested in usability and functionality)

Procurement specialists (focused on terms, conditions, and pricing)

- Executive sponsors (interested in strategic alignment and business outcomes)

Role-based segmentation addresses the unique needs of different stakeholders in the
buying process.

4. Targeting Implementation:

Develop the technical approach for identifying and targeting segments:

« Define rules for segment assignment based on available data

« Implement progressive profiling to enhance segment data over time
« Create segment-specific content and experiences

« Establish measurement frameworks for segment performance

Effective implementation ensures your segmentation strategy translates into targeted
experiences.

Implementation Tool: Segmentation Strategy Template

The Segmentation Strategy Template helps structure your approach by:

+ Defining primary segmentation dimensions and their relative importance
« Creating detailed segment definitions with qualifying criteria

«+ Validating segment size and conversion impact

« Mapping content and experience requirements for each segment

« Defining targeting criteria and implementation approach

This template ensures a systematic approach to segmentation that aligns with your
optimization opportunities.



Test Planning

With opportunities identified and segments defined, the next step is to develop structured test
plans based on your research findings.

1. Hypothesis Development:

Create clear, testable hypotheses based on your research:

State the specific conversion problem being addressed
Identify the Conversion Motivation Driver(s) involved
Propose a specific solution to address the driver issue
Predict the expected impact on conversion metrics

Well-formed hypotheses connect research insights to specific optimization actions.

2. Test Prioritization:

Rank test ideas based on potential impact, confidence, and effort:

« Impact: Potential improvement in conversion metrics and business outcomes
+ Confidence: Certainty based on research evidence and previous testing

- Effort: Resources required for design, development, and implementation

« PIE score (Priority = Potential x Importance x Ease)

Systematic prioritization ensures you focus on the most valuable tests first.



3. Test Design:

Define the specific elements of each test:

« Control: The current experience that will serve as the baseline
Variations: The alternative experiences to be tested

« Test scope: Pages, elements, and user flows included in the test
Targeting criteria: Segments and conditions for test eligibility
Traffic allocation: Percentage of eligible users included in the test

Detailed test design ensures clear implementation and valid results.

4. Sample Size Calculation:

Determine the required sample size for statistical significance:

« Baseline conversion rate for the control experience

+ Minimum detectable effect (the smallest improvement worth detecting)
- Statistical confidence level (typically 95%)

« Statistical power (typically 80%)

Proper sample size calculation ensures you can draw valid conclusions from test results.

B. Success Criteria Definition:

Establish clear metrics for evaluating test performance:

« Primary success metric directly tied to the conversion goal

« Secondary metrics to provide additional context

+ Segment-specific metrics to evaluate performance across user groups
« Business impact metrics to quantify value

Well-defined success criteria ensure objective evaluation of test results.



Implementation Tool: Test Plan Template

The Test Plan Template structures this process by documenting:

« Hypothesis statement connecting research to proposed solution
+ Expected impact on conversion metrics and business outcomes
« Test design specifications including control and variations

« Technical implementation requirements

« Sample size calculations and duration estimates

« Success criteria and evaluation framework

« Timeline and resource needs

This template ensures a systematic approach to test planning that connects research insights
to measurable optimization actions.



Test Execution

With test plans in place, the next step is to implement and run your tests with rigorous
attention to quality and data integrity.

1. Technical Implementation:

Build the test variations according to the test plan:

+ Develop the necessary code changes for each variation
« Implement tracking for all relevant metrics

« Configure targeting rules for appropriate segments

« Set up traffic allocation according to the test plan

Careful implementation ensures the test accurately reflects your intended changes.

2. Quality Assurance:

Thoroughly test all variations before launch:

« Verify functionality across devices and browsers

« Confirm proper tracking of all metrics

+ Validate targeting rules and traffic allocation

« Check for unintended side effects or performance issues

Rigorous QA prevents technical issues from compromising test results.



3.

Test Launch:

Activate the test according to the planned schedule:

« Confirm all pre-launch checks are complete

« Activate the test for the specified audience

« Verify initial data collection

« Communicate launch to relevant stakeholders

A controlled launch ensures the test begins with all systems functioning correctly.

Monitoring:
Regularly monitor test performance throughout the duration:

« Check data collection for completeness and accuracy
+ Monitor sample sizes and conversion rates

« Watch for unexpected results or technical issues

« Track progress toward statistical significance

Consistent monitoring allows for early detection and resolution of any issues.

Test Conclusion:

End the test when appropriate conditions are met:

« Statistical significance achieved for primary metric
« Minimum sample size requirements met

« Test duration requirements satisfied

+ No external factors compromising results

Proper test conclusion ensures valid and reliable results.



Implementation Tool: Test Launch Checklist

The Test Launch Checklist ensures thorough preparation by verifying:

« Technical implementation completion and accuracy
+ QA testing across devices and browsers

+ Analytics tracking confirmation for all metrics

« Targeting and traffic allocation setup

« Sample size and duration estimates

+ Monitoring schedule and responsibilities

« Communication plan for stakeholders

This checklist prevents commmon issues that can compromise test validity and results.



Analysis and Iteration

The final step in the process is to analyze test results, document learnings, and use insights to
inform your ongoing optimization roadmap.

1. Statistical Analysis:

Determine if test results are statistically significant:

Calculate confidence intervals for primary and secondary metrics
- Assess statistical significance (typically p < 0.05)

Evaluate practical significance (meaningful business impact)
Consider test duration and sample size adequacy

Rigorous statistical analysis ensures valid conclusions about test performance.

2. Segment Analysis:

Analyze performance across different user segments:

- Compare results across key segments (roles, industries, behaviors)

« Identify segments where the variation performed particularly well or poorly
« Assess implications for segment-specific optimization strategies

+ Consider opportunities for personalization based on segment differences

Segment analysis often reveals insights that aggregate results obscure.



3.

Behavioral Analysis:

Examine changes in user behavior beyond the primary conversion metrics:

Analyze changes in navigation patterns and user flows

- Assess impact on engagement metrics (time on page, scroll depth, etc.)
« Evaluate changes in form interaction and completion patterns

Consider effects on downstream conversion actions

Behavioral analysis provides context for understanding why a variation succeeded or
failed.

Implementation Planning:

For successful tests, plan implementation of winning variations:

- Determine scope of implementation (full rollout vs. targeted)
Develop technical requirements for permanent implementation
+ Create timeline and resource allocation for deployment
Establish monitoring plan for post-implementation performance

Careful implementation planning ensures successful tests translate into lasting
improvements.

Learning Documentation:

Document insights for future optimization efforts:

« Summarize test results and key findings

« Connect outcomes to the Conversion Motivation Drivers framework
« Document successful and unsuccessful approaches

« Identify implications for future testing

Thorough documentation builds organizational knowledge and improves future
optimization efforts.



6. Roadmap Updates:

Use test results to inform your ongoing optimization roadmap:

+ Reprioritize planned tests based on new insights

+ Identify follow-up tests to explore promising directions

« Adjust segmentation and targeting strategies based on findings
« Refine hypotheses for upcoming tests

Continuous roadmap refinement ensures your optimization program evolves based on
accumulated learnings.

Implementation Tool: Results Analysis Framework

The Results Analysis Framework structures this process by providing:

« Statistical significance calculator for primary and secondary metrics
« Segment performance comparison templates

+ Behavioral impact analysis frameworks

« Implementation recommendation templates

+ Learning documentation formats

« Roadmap update guidelines

This framework ensures consistent, thorough analysis that translates test results into
actionable insights and ongoing optimization strategies.

By following this 8-step process, marketing leaders can systematically implement the Test

What Matters framework, transforming strategic insights into practical optimization actions
that drive measurable business results. The next section will explore the practical tools and
templates that support each step of this process.
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The Growth Mandate: Why
Optimization is Non-Negotiable

In today's competitive B2B marketing landscape, conversion optimization has evolved from a
tactical consideration to a strategic imperative. The Test What Matters framework provides
you with a comprehensive, systematic approach to optimization that addresses the full
complexity of modern B2B buying decisions.

Your Path Forward

By integrating Journey Friction Mapping, Motivation and Friction Analysis, and the Buying
Committee Sales Playbook, you can transform conversion optimization from isolated tactical
exercises into strategic drivers of competitive advantage and business growth.

The framework's emphasis on systematic analysis, user-centered design, and B2B-specific
strategies ensures that your optimization efforts deliver measurable improvements in
conversion rates, marketing ROI, and long-term customer value.

The Competitive Advantage

Implementation of the Test What Matters framework enables you to:

Identify what truly matters to your specific audience

« Optimize the elements that will drive meaningful business results

« Create sustainable competitive advantages in an increasingly complex digital
marketplace

« Transform your approach from tactical fixes to strategic growth initiatives

The future belongs to organizations that can systematically identify, diagnose, and optimize
the factors that truly drive conversion in their unique business context. The Test What Matters
framework provides the roadmap to get there.



