
the top 7
marketing kpis
all cmos 
should know
If you’re not reviewing these KPIs monthly, 
you don’t know the health of your business



As a CEO, you need to have your finger on the pulse of your business. But marketing may not be
your strength so you might be trusting someone on your team to drive leads without knowing
much about where to start or what really matters.

This download will give you a clear understanding of exactly what metrics you, as CEO, need to
monitor to understand the health and success of your marketing department.

You may have someone on your team generate these KPIs and report them to you regularly. If
not, at the end of this report you’ll find a link to book a 30-minute call with our founder, Emel
Rizwani, to talk about how Red Gem could support your organisation to grow through
accountable, measurable marketing.

YOU MUST LEARN HOW TO MEASURE THE
SUCCESS OF YOUR MARKETING 



That which is measured is improved. At a minimum, you should be measuring
and auditing your marketing monthly. 

If your business is dependent on a sales team to close leads, you’ll want to be
communicating with your sales manager or CSO to understand how the MQLs
are converting into closed-won deals. A weekly or monthly review of the
marketing data, alongside a report from your sales team, will shed light on not
just the quantity of leads your marketing is delivering, but also the quality. 

If you have an eCommerce business and your growth is dependent on
marketing generating sales without a sales team, these numbers should be
looked at three to five times a week. We suggest getting these KPIs sent to
your inbox every morning, along with additional metrics such as year-on-year
and month-on-month revenue data. 

No matter your business type, you need these 7 marketing KPIs to be
successful in outpacing your competition. 

If you're not reviewing these
kpis monthly, you don't know
the health of your business



About Red Gem

Red Gem is a London-based organisation with a team scattered across the UK.
Our Flexible CMO service provides SaaS and subscription businesses with
talented marketers and communicators who care about the organisations they
work with. 

We hire for passion and purpose and we collaborate with marketers who want
to do good in the world. 

When you engage Red Gem's Flexible CMO services, you’re not just hiring a solo
marketer, you’re hiring a network of vetted marketing strategists and leaders.
When your business hits a marketing roadblock, your Red Gem CMO can come
back to the team and strategize with us, leveraging years of experience with
hundreds of businesses to come up with a breakthrough solution. 



About emel rizwani

Red Gem was founded by Emel Rizwani in 2019 after she found that most startups and even
successful businesses are making the same mistake over and over: hiring a tactic-focused marketer
(aka the Facebook Ad person) to handle all marketing and marketing strategy for the business. This
typical hire leads businesses down a road of limited visibility, with too many blind spots to name. 

When it comes to marketing, what we believe your business needs instead is a platform-agnostic
marketing strategist who can translate your vision into testable, scalable marketing campaigns. 

If your business earned more than £1M in revenue in the last 6 months, you qualify for a no-cost
30-minute strategy session with Emel. At the end of the call, you’ll have confidence and clarity
that you’re making the right decisions with your marketing. 

https://calendly.com/redgem/30min


the top 7
marketing
kpis all
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know

Lifetime value of a customer
Cost per lead
Return on ad spend
Cost per sale
MQL Last 30 days
Sales last 30 days
Time to sale

1.
2.
3.
4.
5.
6.
7.



Method 1: LTV = Average revenue per customer X Typical customer lifetime 

If your average customer spends £300 per month, and their relationship with your
business typically lasts 18 months, your average LTV is £5,400. 

KPI 01: ltv

Method 2: LTV = Average revenue per customer / Churn rate

Your churn rate is the proportion of customers who cancelled their subscription during
a given period of time. The higher your churn rate, the lower your customer lifetime
value. 

Method 3: LTV = (Average revenue per customer * Gross margin %) /
Revenue churn rate

Here you’re getting into the details of LTV in terms of gross profit rather than
revenue. If your average revenue per customer is £5,000, your gross martin is 45%
and the revenue churn rate is 15%, the LTV would be (£5,000 * 0.45) / 0.15 = £15,000

lifetime value
of a customer

Before you can understand the budget
you need for marketing and sales, you
first must understand what the
lifetime value of a customer is to your
business. The more detailed and
honest this number is, the more
informed and predictable your
marketing campaigns can be.

For SaaS and subscription-based
businesses there are a few different
ways to calculate the LTV of a
customer:



There are, in fact, a great many calculation variations, using
metrics such as average revenue per account (ARPA),
monthly recurring revenue (MRR), and so on. And LTV can
become an increasingly complex metric to measure if you
have fee structures that have changed over time. 

Our advice is to keep it simple. Ultimately, you’ll use your
LTV to define your Acceptable Cost per Sale. You don’t
want to throw your trust into a marketing campaign that’s
destined to statistically overspend. As your business grows,
you will be able to acquire more customer data which will
help you in calculating LTV more accurately.

KPI 01: ltv

lifetime value of a customer

On Pricing
 

One of the guiding principles at 
Red Gem is to never let our companies

discount their products or service unless
absolutely necessary. 

 
Discounting zaps margins that can be

used for customer acquisition and
makes sales forecasting

more difficult. 



KPI 02: CPL

Cost per lead

What’s the cost per qualified lead?  
Which lead source drove the cheapest leads?      
Which lead source drove the highest quality leads?     
Which lead source drove the most leads?

A Lead can be defined as someone who downloaded a PDF
(We're looking at you!), someone who filled out a web form,
the contact information from someone you met at a
conference, or even an inbound phone call.      

Knowing that your marketing campaigns bring in leads at,
say, £1 CPL, is good but it’s not enough. You need to know
the following: 

As you can see, CPL is just the tip of the iceberg for
metrics.
         
Your team may find that travelling to conferences and
sponsoring a booth is a great way to drive high-value leads
into the business, which the sales team is then able to
convert. To work out your costs, you need to factor in all
associated costs with the event and divide the total by the
number of leads generated. 

A simplified formula for defining your CPL is:
         
CPL (£) = (Sponsorship fee + marketing collateral +
flights/meals/per diem) ÷ Leads (#)



KPI 02: CPL

Cost per lead

Important: Don’t bucket all your marketing efforts
together and divide by all leads. Doing so will give you a
poor understanding of where your leads are coming from
and their quality. 

Find the CPL for each individual marketing campaign,
and dig deep to find the 20% of traffic that gets you 80%
of your sales. Then, double down on that traffic source. 

This is how you can increase performance, without
spending more on marketing...  spend the budget more
effectively using clear Cost per Lead metrics. 

Case Study
 

Not all traffic sources are created equal.
 

One company that hired Red Gem had previously had
poor experience with Facebook ads. They'd run a

myriad of campaigns only to find the CPL was too rich
for them to maintain a profit (and they were unable to
set meetings with the leads to actually close the deal). 

 
By first understanding the LTV of a customer, then
calculating the acceptable CPL, Red Gem was able

to find ways to drive a low quantity of very high-
quality leads into this XXXXX company. This led

to an extra appointment each week,
which the XXX was able to close at a

50% win rate. With each sale worth approx
£30K/year, this campaign was able to produce

north of £700k in recurring revenue
each year.



As you test different marketing campaigns, it’s difficult to
compare results if they’re not all producing sales. If one
campaign drives web leads and another drives
appointments and a third drives sales, you simply can’t
compare the results unless you look at the one common
metric: Return on Ad Spend (ROAS).

ROAS is the ROI of a marketing campaign and should not
be confused with the gross ROI metric. Here is how you
can calculate it: 

ROAS = Revenue from marketing campaign ÷ Cost of
marketing campaign

KPI 03: ROAS

return on ad spend

When you know your ROAS, you can say “We put £1 into
our marketing machine and it spat out £3.25.” This kind of
clarity is great for your bottom line. 

By looking at how ROAS differs between marketing
campaigns, you’re able to see which campaigns deliver the
highest revenue multiple.

Use ROAS to identify where your team should focus their
effort - and recalculate this metric regularly.



KPI 04: CPS

Cost per Sale
When you know what you’re currently paying for a sale
(including headcount and overhead), you can get creative in
finding better ways to generate more sales.

There exist marketing platforms that allow advertisers to
state what they’re willing to pay for a sale and the platform
uses machine learning to optimize the campaigns to deliver
the result at or below the CPS ceiling. 

You can't take advantage of tools like this if you don't know
what you’re paying for a sale. Further, you’ll want to know
what you’re paying to generate a sale by lead source. 

(You should, by now, have noticed a theme through all of
these metrics - you need to know where the traffic is
coming from, and focus on where the winners are!)

At the end of the day, marketing should be seen as a series
of tests. If the adage for salespeople is always be closing, for
marketers, it’s always be testing. In order to drive down the
CPS, we first need baseline data on what your organization
is paying to make a sale happen. An example formula your
team could use is: 

CPS (£) = (Marketing spend (£) + ad technician fee (£) +
overhead (£)) ÷ Total Sales

By knowing your current CPS, you can start getting
inventive. If you’re paying £100 for every sale your
organization makes, you could offer a bounty to an affiliate
who drives a sale to you. That bounty could be £50 or £75,
which enables you to effectively purchase more leads at a
cheaper rate. 



In order to have successful sales forecasting, you need to
have visibility in your sales pipeline. But in order to know
how your sales pipeline will be behaving in the next 30
days, you need to have your pulse on the lead volume and
quality.  

The quantity of leads which meet a specific quality is the
most important. If you’re receiving hundreds of new leads
each week, but the leads are unable to afford your service,
they shouldn’t be considered “qualified.”

First, define the qualities needed for a lead to be qualified.
It may be their annual revenue, their headcount or a
platform they’re currently using. The lead might need to be
a specific role (CTO, HR, etc), or the company might need
to have received VC funding in the past 6 months.

KPI 05: MQL

marketing qualified leads = last 30 days

You must know what makes a lead “qualified” and be able
to report on the quantity of qualified leads in the last 30
days 

Set a benchmark for lead load (how many leads are active in
your CRM) and use that alongside the Last 30 report to see
how your lead volume is. When the MLQ Last 30 is below
the required monthly minimum, look at which marketing
campaigns need some extra spend or optimization. If your
company is reaching a critical mass of leads beyond your
ability to qualify and close, scale back the lead volume by
limiting the marketing spend.   

The only thing worse than having too few leads is having so
many that your company mismanages and damages
relationships with potential customers. 



KPI 06: Sales

sales - last 30 days

Whether you’re selling a product or service, you need to
know your sales volume. Just as it’s important to look at the
past 30 days’ lead volume, the same is true for sales.

You may even find it helpful to break this report down into
Last 7 Days' Sales as well, to give you a more timely grasp
on the sales success and lead pipeline.

Ultimately, you’ll want to have year-on-year metrics within
reach so you know how your team is doing this month
versus last month and this month versus this same time last
year. Seasonality affects nearly every business and you’d be
smart to see how your company is growing based on real
data.

Case Study
 

Before hiring a Flexible CMO to support their
sales and marketing strategy, one company
Founder thought they were doing a fine job

keeping all the sales rates in their head. By simply
measuring the different sales agents' close, retention
and refund rates, the Flexible CMO was able to find

the true best-performing salespeople.
 

The Flexible CMO helped create mentorships inside
the company to have the best salespeople

support those who needed help. This fostered a
collaborative yet competitive

atmosphere that pushed the company
to its best months on record.



This is an easily forgotten metric, but one that must be
tracked in order to be improved.  

It is said that most leads take 8 to 10 touch points (emails,
calls, demos) before they close into a sale. For some of our
companies, it can take 18+ months and dozens of
touchpoints! If you’re not tracking the time it takes for a
lead to be closed, you’re missing out on a major opportunity
to optimize your marketing and sales funnels.

A few CRMs can help calculate this data, but if you lack the
reporting or technical prowess, it’s easy to run a VLOOKUP
in Excel that measures the time between a lead being
logged in your system to when a purchase event happens. 

KPI 07: TTS

time to sale

Find the time between those events, remove the outliers,
and find your median.

Once measured, you're bound to have a few creative ideas
on how to reduce the Time to Sale. Test your ideas and let
the data tell you if your hypothesis was correct. Take the
Kaizen approach to improving the TTS 1% every month (or
every week, if you have the capacity).

Red Gem's Bottoms Up Sales Improvement worksheet
helps companies identify the events in their marketing and
sales cycles that can be improved marginally each week. 



If you have the tech resources in your organization to pull these reports
together and dispatched to you on a regular basis, start there. Any insight and
data is better than none, so go with imperfect spreadsheets and manual graphs.
Start with solutions that don’t scale well, so you can define exactly what
numbers are important and actionable in your organization.

While reading this report, you no doubt thought of other KPIs that you need.
Write them down! Think through what data is the most actionable for you, then
ask your team to start delivering the numbers.

If you need help defining the business-specific KPIs you need, we'd love to
support you!

For businesses with revenue of £1M+ over the last 3 months, we’re offering a
no-cost strategy session with our founder Emel Rizwani. Just click here and
schedule your no-cost 30-minute Marketing Clarity Call. At the end of the call,
you’ll have clarity on what KPIs your business needs to track in order to stay
competitive. 

how do i get these kpis
for my business?

https://calendly.com/redgem/30min


"If you cannot measure it,  
you cannot improve it" 
- Lord Kelvin

Let us help you do both by scheduling a
30-minute no-cost Marketing Clarity Call
here. 

https://calendly.com/redgem/30min

