Marketing automation is a big undertaking for a small
organization and there is a lot to consider upfront, especially
if you’ve never managed this type of effort before. This short
ebook will teach you where to focus your energy, how to plan a
campaign, basic best practices and how to stay out of trouble.
We hope this is helpful in your marketing process.

Part 1: Deciding on
Marketing Automation
Automation is a shift in thinking — not just
a change in software. It forces businesses
to think differently about their marketing
processes.
So, you have content. You’ve been
blogging, saving really good sales emails
and starting conversations on social media
platforms (No?, start with our post about
what you should do prior to automation.)
What next?
You want to automate certain interactions,
but before we start down that road, we
need to discuss your marketing strategy.

One of the first lessons in setting up
effective marketing automation has to do
with a fundamental misunderstanding of
how the sales funnel really works.
The graphic on the next page shows the
traditional view of the online sales funnel,
interpreted by many small business people
as follows:

A group of people come to my website and
a few fall out the bottom as leads. A few of
those will be converted to paying clients. So if
I want more clients, I need to increase traffic
to my website. If more people come through
my site more leads will come out the bottom.
Simple math tells us that this approach is
incorrect.
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Let’s say, for the sake of argument, that your
website attracts 1000 visitors per month and
that you convert .5% of all visitors into leads
and 25% of leads into sales. Those numbers
would yield about 5 leads per month and
likely one closed sale. Increasing site traffic
by 50% (a significant jump!) based on those
numbers, you’re still only pulling 7-8 leads
per month and 1-2 closed deals — essentially
a zero gain.
And even logically, this approach doesn’t
make a whole lot of sense. The instinct
that drives business owners to build
traffic at this point is analogous to giving
a presentation at a conference in front of
all your best prospects but being more
concerned about all the people milling
around in the lobby than the ones sitting
in the room actively listening to you. In the
conference example, providing an excellent
experience for the people in the room now
is going to be a more profitable endeavor
than trying to raise your voice loud enough
that the people outside might hear.

The same principle holds true for your
website and sales process: providing an
excellent experience for the people who are
here now will yield more ROI than worrying
about the people who are not.
One of the best things you can do as a
business owner is turn your sales funnel
upside down and focus more on the people
who are inside the funnel and who fall
out the bottom. An effective website can
convert 1-3% of visitors into leads and an
effective ongoing marketing and nurturing
program can help you close more business.
So let’s try our math again, this time with
a 1.5% conversion rate on the website and
increasing our close rate to 40%. Now 1000
visitors yields up to 15 leads and 6 sales per
month. And at that point, if we manage a
50% increase in traffic, we’re looking at 2223 leads per month and 9 closed deals — a
huge increase.
In planning any sales and marketing
process, never forget that the money is at
the bottom of the funnel, not the top.
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Marketing Automation isn’t a
Strategy, it’s a Tactical Tool

After 30 years as a snail mail pioneer, direct
marketing maven Ed Mayer created the
ubiquitous 40/40/20 rule for marketing
directly to consumers: 40% of success
depends on your list, 40% on your offer and
20% on your creative.
Revolutionary technologies like marketing
automation extend and automate our
marketing communications, so it’s easy to
understand how many marketers fall into
the 100/0 trap. 100% of their time, energy
and effort goes into finding and learning
the newest, shiniest digital marketing tools
while strategy goes stale on the shelf.
Marketing automation implementations
often fail because business managers get
starry-eyed by the incredibly long list of
things our sales, marketing and automation
systems CAN do instead of setting quick
goals for practical implementation. Without
setting goals and starting small, making
a smooth transition from practically no
automation to a logic-driven marketing
machine capable of almost anything in a
short period of time is next to impossible.
Both B2B and B2C marketers could stand
to go old school, all the way back to the
40/40/20 rule. Technologies like marketing

automation don’t obsolete marketing
strategy. Technology functions as a catalyst
for smarter, faster and more personalized
list targeting, offer customization and
creative design.
“Direct Marketing is a ‘what’ medium, not
a ‘why’ medium. If I send out 1,000 mailers
and 100 people show up, I know ‘what’
happened – I had a 10 percent return on my
mailing list. But I don’t necessarily know
‘why’.” Our marketing maven Mr. Mayer
put his finger on a direct marketer’s great
challenge, one that remains true up until
this day.
In his day the challenge was the lack
of data to complete the loop. Now we
have analytics tools (for free) like Google
Analytics giving us the kind of detailed
demographic and behavioral data that
would make maven Mayer faint with joy.
Now the challenge isn’t getting the data,
it’s extrapolating actionable information
and formulating a strategy to close the
feedback loop.
You still need a strategically segmented
list, a compelling offer and personalized
creative. Marketing automation allows
us to accomplish this dynamically and in
real-time. With marketing automation
software, we can “listen in” on customers
unexpressed desires through how they
interact with our website, emails and social
media. It allow us to dig in and understand
why people buy from us…and why they
don’t. Then, we can automatically respond
in a timely manner with communications
personalized to who they are, what they’ve
done and their stage in the buying process.
Marketing automation software can be a
powerful tool for your marketing engine,
but it can also be a hindrance.
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Hurdles for Small Businesses
Marketing automation can help you
communicate with your audience, improve
efficiencies and increase sales qualified
leads, among other benefits — but it’s
important to identify your pain points
and then develop a plan to address them
before you dive into automation. If you’re
not quite sure where your gaps are but
you’re investigating automation as a
solution, I would recommend scheduling a
marketing assessment with us.
There are many well-established players
in marketing automation, most of them
are software-as-a-service providers who
have built incredible platforms capable of
performing a lot of functions to support
a sales and marketing organization. The
problem is that as good as these platforms
are, they are generally a poor fit for small
businesses — organizations limited in time,
money and human resources. Generally
speaking, there are 3 primary barriers to
adopting marketing automation in small
business and we designed Orbiter Connect
to solve them all, making it the ONLY
platform designed specifically for the needs
of small businesses and organizations.
1) Implementation.
Traditionally, getting up and running on
marketing automation takes a lot of time,
often measured in weeks or months. There
is a lot of setup required and businesses
often need the assistance of an IT person or
webmaster to make the necessary changes
to their domain name and website. Beyond
that, there’s the task of moving content
and files to the new system which can be
time-consuming as well. This is not really
an obstacle for larger businesses: those
organizations generally have resources

to manage the implementation process
and data migration for big software and
understand in advance how long it will
take. For small business, every week that
marketing automation is NOT running is
creating immense opportunity cost in both
time and money spent on subscription fees
before the software is even fully up and
running.

Orbiter Connect runs on WordPress, which
solves the implementation problem.
WordPress runs about 25% of all websites
and a staggering number of small business
sites. Orbiter Connect installs as a plugin, no
data migration is necessary and all the setup
can be handled in an afternoon.
2) Training.
Big software means a big learning curve.
Figuring out how to manage tasks in an
unfamiliar platform takes time and, often,
money. Even if you are able to successfully
implement a big automation package,
teaching your people how to use it can
be a major obstacle and many firms end
up hiring their automation providers to
provide extensive training classes.

With Orbiter Connect, our integration with
WordPress solves this issue as well. If you
already know how to use WordPress, you
already know about 90% of everything you
need to successfully run Orbiter Connect.
3) Cost.
Marketing automation can be expensive
on a small business scale. Most of the big
name packages run anywhere from $500$3000 per month and more. This isn’t to
say that traditional automation software
isn’t a good value or isn’t worth the price
tag for the right type of organization. But a
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financial commitment of $6,000 – $36,000
per year for software alone can be difficult
to justify in a small business and especially
in a non-profit.

With a monthly commitment of less than
$100/month and no long-term contracts,
Orbiter Connect provides smaller, simpler
software for small businesses at a fraction
of the cost. Eligible applicants can get
Orbiter Connect free as part of our Orbiter
Marketing Scholarship.

Orbiter Connect is not necessarily the right

fit for every business, but as of today it does
stand as the only platform built specifically
for small businesses and the only one
that runs natively on WordPress, the small
business content management platform of
choice. So what are you waiting for? Let’s
show you how it is done...
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Part 2: Implementing
Marketing Automation
Basic Lead Generation Tools
and Tactics
1. Landing Page: A landing page is a
web page a visitor lands on for a distinct
purpose. While a landing page can be
used for various reasons, one of its most
frequent uses is to capture leads through ...
Forms: Forms are hosted on landing pages.
They consist of a series of fields (like in our
example above) that collect information in
exchange for an ...
2. Offer: An offer is the content or
something of value that’s being offered”
on the landing page. The offer must have
enough value to a visitor to merit providing
their personal information in exchange for
access to it.
3. Call-to-Action: A call-to-action (CTA)
is an image, button, or message that
calls website visitors to take some sort of
action. When it comes to lead generation,
this action is (you guessed it!) to fill out the
form on the landing page and redeem the
offer. See how everything fits together?
Orbiter Connect monitors all your site
visitors and captures their full browsing
history with important information about
each visit, like geography, computer/
browser/OS info, the company network
(if applicable) and referral source. If an
anonymous visitor is ever identified as a lead,
their full browsing history remains with the
lead’s profile. The ability to segment both
leads and visitors with Orbiter Connect’s
exclusive Orbits functionality also gives you
the ability to learn from the behavior of

everyone who visits your site.
You can track leads from blog comments,
form submissions and email clicks. Then
you can sit back and watch your site. The
Orbiter Connect dashboard shows you in
real-time exactly who is on your site at any
given moment as well as a quick snapshot
of your site performance today. This view
automatically updates as individuals come
and go from your site.

Create Meaningful Segments for
Your Visitors and Leads
We all qualify web leads in different ways.
Perhaps a frequent visitor is more valuable
than someone who only visits once; perhaps
referrals from search engines are more
valuable than those from social media sites;
perhaps reading specific pages on your site
indicate a higher likelihood of entering the
sales process. Perhaps you’ve been pitching
a big deal to a large company and you want
to identify any visitors and leads using that
firm’s internal network. Orbiter Connect
allows you to define your own segments
however you like.
Leads and visitors will be added to Orbits
in real-time as they meet the criteria
specified (or removed from Orbits if they
no longer meet criteria). You can also
enable special email alerts for your Orbits.

Start Your Automation by
Focusing on Converting Visitors
into Leads
It comes as no surprise to anyone that
building relationships requires that
conversations evolve over time. We go
from introductions, “Hi, I’m Erik,” to friends,
“Hey, Bob, how is your family? If you’re free
on Sunday why don’t you come over and

watch the game with us?”
When we view traditional web content
through the lens of offline relationship
building, it’s easy to see how stagnant our
websites really are. No matter how well
you know a visitor, your site never gets too
far beyond, “Hi, I’m Erik.”
But what if our site was capable of saying
different things to different people? What
if your leads were served different content
than first time visitors? What if content
was tailored based on the interests of your
individual readers? What if you modified
your second email to a lead based on their
response to the first?
Thinking of marketing as being an ongoing
conversation with an individual is extremely
helpful in designing a campaign to optimize
conversions and the first step to success is
drawing out a single campaign on a blank
piece of paper or white board. A little
diagramming can go a long way.
For example, on the opposite page is a
campaign that I sketched out recently for

a blog post I was writing about driving
charitable donations for nonprofits.
Executing this campaign requires very little:
an email list, a landing page and a few email
messages.
Going through an exercise like this will
help you accomplish the following critical
objectives:
Start with a single campaign to help you
connect the dots. A single project or task,
will help you get all of your most critical
systems — website, email marketing,
possibly CRM — to “talk” to each other in a
meaningful way.
Prioritize tactics. Leverage a variety of
tactics to drive your campaign, including
email blasts, email autoresponders, landing
pages and lead tracking, This gives you
useful pockets of experience and familiarity
that you can build on.
Use the project as a blueprint for the
future. The campaign you create today
could serve as a model for one you run next
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year or you can use it as a building block to
help fashion larger campaigns over time. In
my example campaign above, at the end
of the chain of events we essentially have
two types of people: those who made a $25
donation and those who did not. We ended
each potential outcome with the suggestion
that we come back at a later date and ask
the donors for more money and the nondonors for less. Each of these possibilities
would likely yield additional campaigns.
A small campaign like this one can be
set up in just a few hours or less, a minor
investment that gets you up and running
with automation quickly. Best of all, a small
campaign like this one can be set up in just
a few hours or less, a small investment by
any standard and gives you a marketing
asset that is:

>

A repeatable building block for future
campaigns

>

Measurable in its results over time

>

Capable of being optimized for ROI
based on response

We always recommend that businesses start
with a small campaign like this and then
build others over time until automation has
seeped into your entire online ecosystem.
You make the most of your effort by
measuring and optimizing these small
process then adding and improving them
over time. A marketing automation platform
will provide a system of record, so you can
track all marketing information. You can
run tests to help your company learn over
time and optimize future campaigns. Once
you start to see revenue coming from the
campaigns your marketing machine begins
to supply its own fuel.

Using marketing automation, it’s also
possible — and easy — to customize content
both on the landing page and within the
site itself to further encourage conversions
if and when visitors return. This ensures
that the relationships online follow a
similar evolution as our offline/traditional
relationships: modifying the conversation
over time based on the feedback the other
person gives us.

Best Practices
When you start with marketing
automation, it’s tempting to try to get
everything perfect before pushing the
button. After all, there is no sense in
sending emails that don’t get read, or using
landing pages that don’t convert. The nice
part about marketing automation is that
you can test and refine. Instead of delaying
and doing nothing – do something, try to
improve it and then keep going.
Generate enough interest to generate
leads. Build compelling landing pages with
easy-to-fill forms that provide adequate
incentive to submit. You need people in
your sales funnel to take advantage of
marketing automation.
Understand your prospects buying cycle.
Map your lead flow and deliver targeted,
relevant content at the right time. If you
know how to attract customers, your
conversion rates will show it.
Nurture relationships with customers who
are not ready to buy. People purchase
when the time is right for them, not when
you’re anxious to sell. If you follow-up with
your new leads and customers and they
don’t bite on your initial offers, you have
two choices: 1) you can assume they’re bad
leads and ignore them by moving on to

9 | The Small Business Owner’s Guide to Getting Started With Marketing Automation | orbiterproject.org

10 | The Small Business Owner’s Guide to Getting Started With Marketing Automation | orbiterproject.org

your next batch of hot leads, or 2) you can
use an automated marketing campaign to
“drip” communications to them.
Communicate often enough to stay top-ofmind. If they responded to your initial ad or
marketing message, there’s a good chance
they’ll eventually get around to buying
what you offer, you just need to wait until
the time is right for them. If you continually
provide value to them, kept in touch and
build relationships, you’ll get the business. If
customers feel indifferent about your product
or service because you’re not servicing them
or providing value on an ongoing basis, they’re
more likely to leave you for the competition
and bad mouth you to their friends.

But as with most things, there is also a
dark side to marketing automation. Small
business marketing and sales people are
often working from an outdated playbook
that was written back when interrupting,
batch-and-blast, product-focused, hunchbased marketing actually worked and when
sales was in control of the buying process.
Those days are gone, but the legacy remains.
This type of automation wastes your
prospects’ valuable time. It feels clunky
and impersonal. It burdens a potential
customer’s time and attention unnecessarily.
If your automation program:

Your best source of sales and referrals
are happy customers. While marketers
mostly focus on new business, keeping
your existing customers happy will make
the biggest difference to your bottom line.
Create a “new customer” campaign and
send a ‘thank you for your business” email
and a follow-up offer. Create an “existing
customer” campaign to make special
“customer only” offers, so on.

>

Good vs Bad Automation

Conversely, a properly run automation
program will:

Why are businesses and nonprofits
everywhere pursuing marketing
automation as a cornerstone of their
outreach? Simple: automation helps
organizations gain efficiency so they can
grow while investing time, energy and
funds into the areas of the business that
need them most.
The true spirit of automation is to help you
create more powerful interactions with your
customers and visitors — anticipating their
needs, nurturing relationships and saving
everyone time and effort in the process.

>
>
>

tries to squeeze more out of latent or
purchased email lists,
tries to fix lead problems,
does not have clear points where
leads can easily opt in/out of further
communications,
or is not highly personalized based on a
lead’s interests...

...you’re on the path to the dark side.

>
>
>
>
>
>
>

help you to qualify leads, so you know
when to follow-up,
keep people attracted to you by making
it easier to stay in touch on their terms,
capture leads and segment them so
you can speak to their interests directly,
convert leads into sales by tailoring
content and messaging to them,
up sell to existing customers,
improve referrals,
and give deeper insights into your
marketing interactions.
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Please keep in mind that marketing
automation, even if done perfectly, is
not a silver bullet: there are also a lot of
problems that automation simply can’t
solve. These include:

platforms that support inbound marketing
strategies. In many cases, confusing the
automation tools with the inbound strategy
can inadvertently lead well-meaning people
down a dark road.

>
>
>
>

Good automation tactics can be best
described as creating software-driven
processes to optimize or accentuate good
sales and marketing habits. If the habits
that drive the automated processes are
poor, the automation effort will no doubt
go awry.

a lack of an overall strategy,
decreasing email open rates,
shrinking email lists,
and low rates of interaction.

Don’t ever forget that marketing automation
is a toolkit — not a strategy unto itself.
Marketing automation has become the sort
of buzzword that’s on the tip of everyone’s
tongue and has started to take on a more
generic meaning than it should. To be as
specific as possible, marketing automation is
the name that we generally give to software

NOTE: Good software vendors can help
you with whatever software problems
you encounter, but they can’t make you a
better marketer.
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Epilogue: A word of
caution
There’s little doubt that marketing
automation done right can be a boon to
your business, helping you turn your lead
conversion and nurturing process into a
well-oiled machine that works 24 hours a
day, seven days a week.
But for many small businesses, an
infatuation with automation can lead
you into a prison sentence. Once you
dedicate your business to most marketing
automation solutions, discontinuing service
isn’t an option. Your business can become
captive to your automation software. How
can a marketing program with so much
promise lead you to such a bad place? And
how do we avoid that fate?
The idea of automation is an easy one
to fall in love with. Your website and
supporting systems can truly act as a
virtual salesperson, enabling a sort of
Ron Popeil “set it and forget it” style of
relationship building. And when you
examine the features list of a major “all-inone” automation package, it’s absolutely
staggering what these systems are capable
of. Let’s be honest, it’s difficult NOT to get
smitten with the idea that a single software
purchase could open up such a wide world
of opportunity.
In fact, you get so caught up in everything
the software does that you don’t stop
to think about WHY you need all those
features and what your requirements for
automation truly are. If you’re looking
for a quality car, you’d be hard pressed
to find something made quite as well as
a Ferrari — a car that would probably be

extraordinarily easy to fall in love with if
you ever got to drive one. But let’s say
that 95% of your driving occurs in stopand-go traffic on a 10 mile stretch of road
between your home and office. A Ferrari
would be a very poor choice. Not only
are you paying an extreme premium for
features and power that you don’t need,
but it’s also apparent that a standard massmanufactured, automatic transmission
sedan would actually be a BETTER and
more efficient car to use for that drive.
Forget about the temptation of a shiny
new toy… If you want to avoid automation
imprisonment, step one is focusing on the
features you need and whether what’s
available in the all-in-one solution is better
than what’s available a la carte. Most
marketers would agree that for 95% of
typical small business uses, none of the
all-in-one automation solutions includes a
better content manager than WordPress,
a better email system than MailChimp, a
better form handler than Gravity Forms or
a better CRM than Salesforce. But many
business owners still find themselves so
infatuated with the glittering features of
the all-in-one solution that they end up
paying an extreme premium for tools that
don’t suit their business nearly as well as
the ones they already have.
Implementing an all-in-one solution is
extraordinarily hard work. Think about it
this way: even though you’re only buying
one product, you are effectively replacing
(or partially replacing) every single online
marketing system you have. That means
that implementation requires a lot of
thought, planning and hard work.
So why don’t you hear about more
businesses simply “giving up” on their
automation program? They’re likely locked
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up in a long-term contract, one that may
be difficult to break and have already
spent thousands of dollars on a mandatory
set-up engagement, not to mention fees
paid to outside developers, designers and
consultants.

you’ve chosen), separating from your
automation package can often be as long
and laborious a process as integration was
in the first place. The cost of switching
from an all-in-one automation package can
be insanely expensive.

Simply put, they’ve paid too much to fail.
Instead of discontinuing service, they opt
for months of hard labor getting started
which is followed by the ongoing hard
labor of maintaining a large system which
requires special training to use properly.

The biggest reason that we saw a need
for a product like Orbiter Connect in the
marketplace is because of the unhealthy
relationship often exists between a small
business owner and an all-in-one automation
tool: we are sold a tool that is often too
big and too complicated to use effectively,
forced to spend thousands up front in
implementation and then ending up stuck in
a long-term deal with nowhere to go.

The third way your automation software
holds you captive is about as simple as
it gets: with a long-term contract and a
highly involved integration process (which
generally results in your data being nearly
inextricably entangled with the platform

By contrast — and not to allege that we are
better in all ways to all-in-one platforms,
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just to say that we do things differently —
our focus is on creating tools and services
that integrate seamlessly into your existing
sales and marketing systems. I mentioned
that, especially for small business uses, allin-ones are rarely considered to be better
at content management than WordPress,
better at email than MailChimp, better
at form handling than Gravity Forms or
better at relationship management than
Salesforce…

We work with ALL of those tools and
hundreds more.
You get to build your own toolkit depending
on what’s best for your business, you get the
option of implementing without a costly
engagement, you don’t need to retrain your
staff and you have the freedom to abandon
the service anytime you want. That’s how
automation SHOULD work for small business.

The Orbiter Project brings the American dream closer to reality for nonprofits,
disadvantaged entrepreneurs, and at-risk businesses by providing digital
growth education, tools, and community free of charge.
For more information, visit orbiterproject.org
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