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Introduction 
Web Engagement Management (WEM) is yet another three letter acronym.  But it’s an important one – it captures the 
intersection of marketing techniques and technologies that are just now becoming practical for the vast majority of 
organizations. 
 
We consider WEM as the processes and tools that marketers use to more effectively manage the path that prospects follow 
on their way to becoming customers.  It can include a wide variety of tactics: 
 

• Proactively targeting advertisements on your site 
• Testing of content on your site– either simple A|B testing or multivariate testing 
• Developing, testing and marketing to personas 
• Scripting a lead nurturing cycle that allows marketers to shepherd prospects through the buying cycle 
• Creating integrated campaigns across multiple channels (e.g. mobile, social, web, etc.) 
• Deeply informing sales activities by integrating prospect profiles with CRM or sales force automation systems 
• Surfacing analytics that allow marketers to evaluate the value of content 

 
 

 
None of these tactics are new but many organizations 
continue to have different platforms for web content 
management, analytics, consumer relations management 
and online marketing. What is new is the field of WEM that 
merges them and the ability to execute all of these, easily, 
within a unified platform.  Products like Sitecore’s 
Customer Engagement Platform deeply integrate the 
publishing of content and the management of effective 
marketing activities. 
 
In a broad sense, the advent of Web Engagement 
Management represents a shift from using technology to 
manage the publication of content online (web content 
management) to using technology to optimize the 
business results that your online activities deliver. 
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Getting Started with WEM:  
 
Our Philosophy 
Web Engagement Management is a cluster of ideas as much as a coherent strategy.  WEM platforms allow you to undertake 
a confusingly large number of very different kinds of marketing activities.  To be effective, WEM initiatives require significant 
investments – both of dollars and, perhaps more critically, of marketing attention. 
 
Given this combination of complexity and investment, we strongly encourage our clients to: 
 
1. Begin simply 

2. Target an important objective. 

Both parts are important.  Beginning with a simple initiative that you can measure and optimize ensures you can deliver clear 
success in a reasonable time period. Focusing on an important objective allows you to translate early success into a 
corporate commitment to WEM tactics.  

The seven steps in this whitepaper will let you select the most important place to start and position you to build a plan for 
ongoing optimization.  Throughout, we use four case studies to make the discussion concrete: 

• An institute of higher education 
• A technology company in the business- to- business (B2B)space that sells HR software solutions 
• A business-to-consumer (B2C) company with an e-commerce website 
• A national, not for- profit organization 
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Step One:  
Be clear About Your Online 
Objective 
 
This sounds simple; but for most of our clients, it is not. 

Most websites have multiple objectives. Some examples of website objectives:

Universities and Colleges: 
• Attract new students 
• Enhance retention of existing students 
• Build relationships with Alumni 
• Inform parents of student life 
• Build brand equity by profiling researchers or achievements 
• Market on-campus facilities for corporate use 
• Attract corporate partners 

 

B2B companies: 
• Attract new customers 
• Sell more to existing customers 
• Influence media and analysts 
• Reach the investment community 
• Attract new employees.  

 

E-commerce websites: 
• Convince more first time buyers to make a purchase 
• Increase sales to customers who have purchased before 
• Increase the value of items purchased by a customer (the value of the shopping cart) 
• Quickly sell aging inventory 
• Help visitors locate their nearest bricks and mortar store 
• Attract new employees  

 

Not-for-profit organizations: 
• Encourage visitors to donate to the cause 
• Sell products, memberships, subscriptions or services in support of the cause 
• Educate visitors about the cause 
• Convince visitors to take political action 
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• Solicit volunteers to aid in the cause 
 
For most organizations, one outcome is clearly the highest priority.  But not always.  In any case, you need to pick one.  We 
recommend that it be: 
 

• Clearly defined (so that you know if you are getting better) 
• Have baseline metrics that are broadly accepted in the organization (so you can prove that you are getting better) 
• Be important to a broad number of stakeholders in the organization (so that you can obtain visibility for your success)   
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Step Two: 
Build a map of the buying cycle 
(or its equivalent) 
 
Having established the key business objective, you need to document the process by which customers reach this objective.  
This is commonly understood as a buying cycle (or sales cycle), but even if your organization does not sell products or 
services, your visitors usually move through a multi-stage process before you can count your objective for them reached.   

The buying cycle is the process as it is seen from the visitors’ perspective; the sales cycle is the process as seen from the 
marketer’s or sales person’s perspective. Web Engagement Management can be seen as the process of ensuring these two 
cycles mesh.   

The following table sketches some possible buying cycles for different types of organization.  We have found the general 
stages in the left hand column to be useful to most organizations. 

 

 

THE BUYING CYCLE 
 

STAGE Higher Education B2B B2C Not for Profit 

Website Prime Objective: 
Acquire new students 
 
 
 

Website Prime Objective: 
Provide sales with qualified 
leads 
 
 

Website Prime Objective: 
Drive first purchase from 
new customers 
 

Website Prime Objective: 
Convince visitors to email 
their political representative 

Buying Cycle Length: 8-12 
months 

Buying Cycle Length: 12-24 
months 

Buying Cycle Length: 1 
month 

Buying Cycle Length: 24 
hours 

Basic information gathering Do I want to go to 
university/college? 

Our HR management 
system is down again. There 
must be something better 
out there. 

Stupid vacuum cleaner.  
Time to get a new one.  
How much do they cost 
now, anyway? 

Argh! You always leave your 
school projects ‘til the last 
second.  Ok, I’ll help. Let’s 
look up global warming. 

Detailed information 

gathering 
What would life be like in 
residence? 

How do these software-as-
a-service (SaaS) products 
compare to the on-premises 
solutions? 

Do I need a stand up 
vacuum cleaner or a canister 
vacuum cleaner? 

I didn’t realize that this is 
having an effect now – it 
thought it was hundreds of 
years away.  What’s this 
about melting polar ice? 
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Narrowing scope How does the English Lit 
program at school A 
compare with school B? 

Can these three SaaS HR 
solutions meet our needs? 
What do they cost? How 
stable are they? 

These three vacuums all 
claim to use cyclonic action 
but their prices vary 
significantly.  What’s the real 
difference between them? 

I need to do something 
about this.  Who else is 
doing something about this?  

Validating their thinking What do the real students at 
school B think of it? Twitter 
traffic looks positive – I’m 
going to book a campus 
tour. 

What do the analysts think 
of HRX-online? What do 
current users think? 

What did people who 
bought the Cyclonic 600 
think? 

This not for profit seems 
really engaged.  Huh – a 
bunch of my friends have 
liked their petition page. 

Selecting a contender Wow I love the residence 
buildings and student 
lounge.  I’m definitely going 
to apply to school B. 

HRX-online sales person 
called me today.  The pricing 
seems ok.  They’re giving 
me a free 30 day trial. 

Hey, the Cyclonic 600 is on 
special this week! Where is 
the “Add to Cart” button? 

“Dear Mr. Congress 
person…” 

Negotiating I really want to go to School 
B but mom and dad want 
me to live at home and 
School A is closer.  
“Seriously, mom, School B 
has a waaay better 
reputation for English.”  

HRX-online meets my 
needs. Now I need to get 
permission to decommission 
current HR system from IT 
and get finance to negotiate 
a rate. 

Shipping is an additional 
$80! I’m going to call the 1-
800 number and see if I can 
buy it in their store 
downtown. 

Hmm. They want me to 
send a copy by snail mail as 
well.  I’ll try to remember. 

Close Sign School B offer sheet. Finance signs a one year 
contract. 

Credit card clears. Press send. 

 

Some organizations want to build out different buying cycles for different personas and this does make sense: grandmothers 
shopping for a child’s birthday shop differently than businessmen at work shopping for the same birthday.  But for the 
purposes of your initial WEM project, we encourage you to work with a generalized buying cycle.  Or pick the most important 
persona. 

  Content Management
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Step Three: 
Map Current Marketing and 
Sales Activities 
 
Identify Responsibilities 
In many business models, there is a handoff from marketing to another group (sales, recruiting, promotions, call centre) who 
actually closes the deal.  You need to understand where this transition occurs.  The hand off between the two can be 
particularly tricky, because it isthe perfect point to point fingers and deflect blame onto another party. 

This table provides a sense of how responsibilities might break down for the examples we displayed above: 
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Map Activities to Buying Cycle Stage 
 
It’s important to understand how your marketing efforts (and sales activities) map to the buying cycle.  If you have no support 
at all for a particular stage, then it is straight-forward to identify your first project (and it may not involve WEM). 

We’ve completed the grid for higher education and a B2B company below with possible tactics – note that these are just for 
illustration, they’re not recommendations. 
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Step Four: 
Map Current Marketing and 
Sales Activities 
 
Your grid of marketing and sales activities will probably provide insight into where you are least effective in supporting the 
buying cycle.  Look at each of the tactics you are using at each of the stages and ask yourself: 
 

a) Is it working? 
b) If I’m not measuring this, how can I start? 

 
If at all possible, try to quantify this weakness using real numbers – web analytics and data from your CRM system may help. 
The four example organizations we’ve been using might identify the following as the area of greatest weakness. 
 

Higher Education  
 
Working with an analytics package, marketing realizes that very, very few prospective students visiting the site are registering 
for a tour of campus.  Experience suggests that if they can get the student on campus, the student is likely to choose the 
school.  
 

• Objective: Increase percentage of visitors to Visit Campus page that completes the form 
• Baseline: 0.5 per cent of visitors to the page completed the form over the last three months 

 

Business to Business Technology Company 
 
Marketing and sales are both frustrated by the current situation. The marketing team feels that it is providing sales with a 
remarkable amount of leads; the sales team claims they are overwhelmed with low-quality leads that are months or years 
away from being ready to purchase.  The biggest weakness is the transition from marketing to sales. 
 
Marketing decides to tackle this head on – they will implement a lead scoring system based on the behavior of visitors and 
only pass to sales those leads that appear ready to purchase. 
 

• Objective: Reduce the number of non-responsive leads transferred to sales 
• Baseline: 12 per cent of leads passed to the sales team now convert to actual sales 
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Business to Consumer Online Commerce Site 
 
Pouring over the analytics, the marketer realizes that first-time buyers seem to get stuck at two places: 
 

• Selecting a product and putting it in the shopping basket 
• Abandoning the sales cart when they see the shipping costs 

 
Improving conversion rates for either stage will significantly increase revenues.  The marketer has little control over shipping 
costs and so decides to focus on increasing the number of first-time visitors that begin the purchase process. 
 

• Objective: Increase the percentage of first time buyers that place a product in the shopping basket 

• Baseline: Over the last three months, 13 per cent of visitors who have never purchased from us before placed a 
product in the shopping basket during their visit 
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Step Five:  
Decide What to Change 
 

Knowing where to focus action is the first step; acting is the second. Marketers need to borrow the thought process of social 
scientists – build a theory, make a change and see if it moves the needle in the right direction. 
 

WEM provides a multitude of tools that marketers can use to optimize the performance of their campaigns.  We illustrate a 
few of these in the following examples. 
 

Higher Education – Multivariate Testing 
 
The marketing team theorizes that they can increase conversion rates by improving the layout of the page and more closely 
matching the copy to the motivations of the student. 

 
They decide to run a multivariate test of three strategies: 
 

• Copy that focuses on the benefits of a tour to the student (“Three great reasons to tour campus”) 
• Streamlined  copy that provides the visitor with few choices other than to register for a campus tour 
• Emotional copy that highlights photography of real students and uses quotations to encourage a campus visit 

 

  
This is based on a real world example. NLC worked with a 
Canadian college and, using multivariate testing, more than 
doubled the percentage of visitors registering for campus tours. 

 

Business to Business Technology Company – Lead Scoring 
 
The marketing team believes that how a visitor behaves is an important element for qualifying in bound leads.  They propose 
to change the process by which leads are transitioned to the sales team. 
 

The marketing and sales vice presidents meet to build a shared understanding of what constitutes a qualified lead.  After 
significant discussions, they agree to a lead scoring approach that will rate each prospect based on:  
 

• The company they work for (named accounts automatically were to be considered qualified leads) 
• How they found the site (specific search terms indicating high buying likelihood result in increased score) 
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• Actions they take on the site (completing the online demo increases the score; visiting the “job openings” section of 
the site decreases it) 

• Their reaction to marketing outreach efforts (for example, if they respond to each email marketing sends by clicking 
the link and downloading the whitepaper, their score goes up; if they ignore the email, the score goes down) 

• Explicit information they provide (their title, valid contact information, time to purchase) 

Sales will only receive leads once they reach a specific score.  The intention is that this will allow sales to focus attention on 
the most promising prospects and not disrupt early buying cycle activities by making premature contact. 

Business to Consumer Online Commerce Site – Profile Based Promotion 
 
The marketer believes that she can improve revenue generation by better matching online promotions to the interests of 
visitors as demonstrated by their behavior. 
 

She builds a set of profiles and rules that personalize online promotions based on the previous behavior of visitors.  For 
example, a visitor who had viewed the Cyclonic 600 vacuum cleaner on a previous visit would see a large promotion for this 
item on their return to the site.  If they had never purchased from the company before, the promotion would include a limited 
time sale price 10 per cent below that usually advertised. 
 

Large Not for Profit Organization  
 
Marketers want to increase the profile of climate-change-related materials on the home page but know the e-marketing team 
will block their efforts if it threatens their revenue goals.  Using their web analytics, they are able to demonstrate that visitors 
that arrive at the site having searched for climate change generate very little revenue.  After some negotiation, marketing 
decides to build a set of rules that dictate that these searchers will see different content than all other visitors – the promotion 
for membership subscription will be replaced with a large call to action highlighting the melting of arctic ice. 
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Step Six:  
Implement and Evaluate 
Success 
 
Once you have decided on what you are going to change you need to make it happen in the real world.  This can be straight 
forward if you have a product like Sitecore Customer Engagement Platform powering your online marketing activities. Or it 
may require significant custom code development if your content management product is not marketing aware. 
 

Once executed, you will need to determine if your theory is right.  This is more difficult than it initially appears.  Early results 
can be misleading and it is key to wait to draw conclusions until you have a statistically relevant sample.  Knowing how long 
to wait is tricky.  A discussion of how to calculate statistical significance is beyond the scope of this whitepaper – there are 
lots of online sources – but keep in mind that the smaller the change you are seeing, the larger the sample size must be for 
you to be certain it is real.  If your baseline metric is 13 per cent and your new promotion converts at 13.5 per cent, you will 
need a lot of time and traffic to know if this is real; if it converts at 26 per cent, you will need very little traffic to be certain you 
have a winner. 
  

Ensure Others Agree it’s a Success  
 
Your voice is not the only one; make sure others agree that your WEM activities are driving a real difference.  This is 
particularly important when you are dealing with long sales cycles and transitions from marketing to sales.  For example, a 
B2B marketer that successfully increases the percentage of leads provided to sales that close from 13 per cent to 25 per 
cent will want to declare victory but the sales manager may complain that they now receive too few leads, or that his new 
sales training activities are responsible for increase in success.   You need to build consensus – ideally using data – before 
you break out the party hats.  
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Step Seven:  
Brag a Bit and Build a Plan 
 
Once you are certain that your success is real (and recognized as real by others) your job becomes evangelizing your 
success.  Senior management needs to know of your success or they will be unlikely to invest the time and resources to truly 
leverage WEM 
  

Talk Business Speak  
 
Your voice is not the only one; make sure others agree that your WEM activities are driving a real difference.  This is 
particularly important when you are dealing with long sales cycles and transitions from marketing to sales.  For example, a 
B2B marketer that successfully increases the percentage of leads provided to sales that close from 13 per cent to 25 per 
cent will want to declare victory but the sales manager may complain that they now receive too few leads, or that his new 
sales training activities are responsible for increase in success.   You need to build consensus – ideally using data – before 
you break out the party hats.  
 

• Good: In less than a month, we were able to double the percentage of new visitors who purchased a product, 
generating additional revenue of $121,000. 

 
• Bad: We doubled the conversion ratio for visitors who haven’t purchased from us before by targeting advertisements 

based on their personas and we’re sure at a 95 per cent level that this doubled their engagement rate. 
 

Pick the Next Opportunity and Build a Plan 
 
What do you do next?  You have two options: 
 

• Continue improving the buying cycle stage that you have been working with (by trying new ideas) 
 

• Focus attention on a different stage in the buying cycle.  For example, the B2C marketer might decide to focus on 
how best to present shipping costs to reduce shopping cart abandonment. 

 
Ideally, you do both.  We recommend that once you have achieved initial success, you build out a 12 to 18 month plan for 
employing web engagement management techniques to drive business results.  
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How NLC Can Help 
 
non-linear creations specializes in using the Sitecore Customer Engagement platform to drive business results.  We offer five 
Web Engagement Management services that can let you achieve success quickly: 

 
Sitecore CEP Readiness Assessment 
The NLC Sitecore technical team reviews your current 
Sitecore CMS deployment and determines how best to 
structure your deployment to take advantage of Sitecore 
CEP enabled tactics. 
 
Sitecore CEP Acceleration Services 
NLC analysts work with your team to identify the most 
promising optimization opportunities, identify an initial 
campaign, implement this campaign using Sitecore and 
create a 6-12 month web optimization strategy. 

 
Sitecore CEP Bootcamp 
An NLC analyst delivers three days of hands on training for 
your marketing team.  Training is based on your actual site 
and configures real campaigns using Sitecore CEP. 

 
Building a Lead Nurturing and Scoring Engine 
NLC analysts assist companies with long, complex sales 
cycles to develop a lead generation, scoring and nurturing 
program that ensures sales is provided with leads they 
can close.  We implement the program using Sitecore 
CEP. 
 
Ongoing Optimization Services 
Our team of marketing analysts takes on responsibility for 
your web optimization activities and works as a virtual 
extension of your marketing team. 
 

 

 

Reaching non~linear creations 

Toronto Office 

info@nonlinear.ca 
416.203.2997 
524 Front St. West, Suite 200 
Toronto, Ontario, Canada 
M5V 1B8 

Ottawa Office 

info@nonlinear.ca 
613.241.2067 
987A Wellington St., Suite 201 
Ottawa, Ontario, Canada 
K1Y 2Y1 

New York Office 

info@nonlinear.ca 
917.368.8118 
405 Lexington Ave, 26th Floor 
New York NY USA 
10174 

 

Calgary Office 
info@nonlinear.ca 
403.351.0173 
Le Germain Office Tower 
110-9th Avenue S.W., Suite 850 
Calgary, Alberta, Canada 
T2P 0T1 

Regina Office 
info@nonlinear.ca 
306.596.1505 
343-4246 Albert Street 
Regina, Saskatchewan, Canada 
K1Y 2Y1 

 

 

 


