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It might seem obvious
what every marketing director looking
to tick the ‘influencer marketing’ box
should do. Analyse their typical
customer’s decision journey, map out
who routinely influences them, then
work with those influencers as best as
possible to maximise the organisation’s
chances of recommendation. More
recommendations means more sales. So
why does this so rarely happen?
B2C purchase decisions are based on
different criteria to those of B2B. In B2B
the decisions are more typically made
individually, with fewer if any advisors
involved, there’s often less risk associated

with those decisions and they’re rarely a
zero-sum decision - for one option to win
doesn’t automatically mean the alternative
has to lose. Reaching and convincing
B2C audiences is a different process
than for B2B audiences, their influences
are different, and therefore so too is their
measurement. We’ll look later at how to
measure the two.

There’s an easy answer. The need for
demonstrable, predictable results. Which
means it’s preferable to deliver everimproving graphs (always up and to the
right), even if what they’re measuring is
pointless, than it is to make real-world
progress engaging with real-world
customer influencers. And social channel
stats are easy to find.

If time and time again it’s proven that B2B
prospects don’t use or consume Twitter
and Instagram, why do vendors continue
to funnel large chunks of their marketing
budget into social media output?

Marketing depts. aren’t set up to map
onto the buyers’ decision journey,
they’re increasingly set up to report back
impressive stats. Stats have become the
primary goal, not sales. With this in mind,
how should you measure your Influencer
Marketing outreach?

Conversely, since it’s proven that, at
least in the B2B space, management
consultants, regulators, academics and
others do significantly influence, then
why do marketing depts. continue to only
employ dedicated resource for journalists,
industry analysts and social channels? It
seems to make little sense.

Influencers are, by and large, not
prospects. While there may be some
overlap, the vast majority wont have ever
shown up in your customer or prospect
database. It wont help relations if they’re
then treated as prospects.
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Marketing is a numbers
game, but are you currently measuring
what’s most important? Each of the
12 metrics (right) have one thing in
common - they’re stats-friendly, perfect
for generating impressive looking graphs.
And graphs show progress, momentum,
direction. Important internal metrics.
Undoubtedly these stats can help to
show individuals moving through the
marketing funnel, hopefully towards
a sale, but it doesn’t address market
influencers who may never be in a
position to buy, yet influence vast
numbers themselves to buy. The metrics
listed here are irrelevant for market
influencers.

Let’s start with what Marketing depts. currently do measure.

1. Facebook ads - cost per click
2. Twitter output - # of followers, # of retweets, # of possible network audience
3. Site banner ads - # of clicks, # of video rolls viewed
4. YouTube - # of views per video
5. Events - maximum # of possible attendees, divided by cost of each event
6. Website - # of information downloads (with full contact details)
7. Content collateral - # of pieces (online & print), divided by overall cost
8. PR - # of first- & second-tier media articles, plus # of spokespeople quoted
9. AR - # of examples of favorable analyst report coverage
10. Sponsorship - scale of additional brand exposure
11. Tradeshows - # of people met on stand, # of business cards collected
12. Relative cost of each new prospect per activity / channel
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Understand how your
audience operates. What information
your influencers are interested in will
depend on which type of influencer
they are. It’s important to note a major
difference between your social and realworld sales influencers - the social ones
will almost always want to interact with
you, the vendor. There are few if any
regulations to stop them, no protocols
to follow, no record of their contact.
They’re free to engage in whatever type
of relationship with you they like. There’s
no long-term obligation. Real-world sales
influencers offer no such comfort.

No guarantees, no expectations. They’ll
work with you if they judge it to be in their
interests, and not if they don’t. It’s up to
them as much as it to you.
With what we call ‘B2B real-world sales
influencers’ there is no direct commercial
transaction. Real sales influencers only
listen and engage with the brand vendors
because they hope to learn information
that will then add value to their own
business proposition - their audience
will benefit from that broader and/or
deeper knowledge. In the writings of
the journalists, in the advice given by
management consultants, in the opinions
of industry commentators, the intention is
that their views will become more timely,
relevant and insightful. Everyone benefits.
If the vendor doesn’t have anything of
value to communicate, the influencer
will simply stop allocating time to them.
And vice-versa. So checks and balances

are in-built to the arrangement - which is
why, most of the time, it’s legitimate and
works.
With social influencers, you’ll be well
aware every time they endorse your
brand, product or service. You’ll be able
to see their activity just as soon as their
intended audience does. You can measure
it in real-time. That’s what makes it so
attractive to vendors.
In contrast to this, working with realworld influencers can be comparatively
frustrating. It’s not always obvious when
they’re influencing on your behalf. It may
or may not be happening. The process
is more gradual, often less documented,
and almost always longer-term. It’s
undoubtedly more difficult, though not
impossible, to measure. It’s based on
relationships, not output. But as every
experienced salesperson will tell you, so
are sales.
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Just as there’s a chasm
between B2C ‘social influencers’ and B2B
real-world sales influencers, so there’s a
significant difference in how the RoI on
each should be measured.
Let’s start with the ‘social influencers’.
In many B2C sectors these individuals
are undoubtedly important. (Just look at
the effect of a recent single tweet from
celebrity Kylie Jenner on the share price
of Snapchat). In almost every B2B sector,
they’re not - with few signs that this is
changing.
A recent post on Forbes.com (Apr’17)
misleadingly titled, ‘How to measure the
RoI of an Influencer Marketing campaign’,

inevitably referred solely to social
influencers. It suggested four key metrics
to measure: tracking pixels, propagating
links between each influencer’s site,
issuing each influencer with their own
unique coupon code for their site’s
endorsement, and implementing on
Instagram its comment-to-buy feature.
The much-respected marketing blogger
Jay Baer suggests a different four metrics:
using Google Analytics to see the number
of potential new customers now aware
of your company’s brand; the cost-perengagement (CPE) based on the number
of social ‘likes’, comments or clicks; cost
savings delivered by negotiating image
rights direct from blogger’s content;
and a mix of affiliated links and online
promo codes. Additionally, he advocates
practicing ‘isolated marketing’, promoting
one or more new products for a set period
solely through social influencers, effectively
sandboxing that product’s sales by
comparing resulting sales levels with those

from a more typical sales period.
In every case with these ‘social
influencers’, all engagement with
the influencer in question is a direct
commercial transaction (‘pay-for-play’).
The influencer is only interacting with the
brand vendor in exchange for a direct
payment. Once the payments stop, the
endorsements stop. To maximise the
payments they may open up their website,
Twitter feed, Instagram pages or whatever
to enable tracking mechanisms to best
quantify their traffic levels. That is their
business model.
Whether they inform their followers of
that is a very different issue. There’s even
‘influencer marketing’ contract templates
available, just as you’d have between an
ad agency and its clients. These list what
is guaranteed, what can be expected, and
what that will cost. They can also include
how any ‘disappointments’ or unexpected
situations will be handled within the
agreement.
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First decide what you’re
trying to achieve. Is it awareness
amongst your audience demographic, is
it to find out who your audience even is, is
it to create buzz around a planned event
or action, or is it the ultimate - immediate
sales? What actual activity are you most
trying to influence?
If you’re paying for a YouTube or Instagram
influencer to reference your product or
service, make sure you’re measuring
a useful metric - ie. # of resulting
downloads and not a vanity metric such
as # of people who potentially saw the
reference simply because they follow that
individual. There’s no guarantee they did

see the reference to you, much less that it
registered with them. What you’re really
looking for is traction. If your influencer is
reaching an audience that you can’t, what
proof is there that your brand is resonating
with their audience? Traction is that proof.
Just seeing your brand mentioned by a
social influencer is worth very little, for
there’s no proof that that mention mentally
registered with any reader or viewer.
Decide your traction metrics and keep
revisiting them, ensuring they really are
helping your program’s objectives.
In general, think of social influencers as
today’s advertising. Billboards are only
loyal to your brand as long as you remain
paying for them - and social influencers
are similar. There’s no guarantee they wont
be equally referencing your competitors
the following week. They pride themselves
on independence - that’s likely a factor in
you working with them in the first place
- so don’t expect that to always work in
your favor.

‘Pay-for-play’ influencers - as most social
influencers have to be to be economically
viable - promote the perception of an
aspirational lifestyle, so maximising the
breadth of products and services relevant
to their persona.
Typically our B2C measurement criteria
includes eight elements, six of which are:
• Web Traffic
• Relevant 3rd-party Backlinks
• Peer Group Citations
• Median-level of Article / Post shares
• Topic Exclusivity
• Online Connectedness
Be very cautious about using social
stats such as Facebook Likes, Twitter
or Instagram followers as a basis for
evaluating influence - the metrics are still
far too easy to manipulate and falsify.
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The B2B sector currently
works very differently to that of B2C.
There are few examples of ‘social
influencers’ establishing themselves in
any B2B sector.
If B2C influencers are about promoting
general lifestyles, B2B influencers more
typically focus on specific industries or
skillsets. Their area of expertise is often
deeper, and as a result, narrower. Their
credibility is more tightly integrated with
their professional independence, and their
reputation is far more likely to have been
originally established offline, then amplified
online and via social channels. Measuring
their value to you can not simply involve
publicly available social metrics.

The first question you should ask
yourselves, once you’ve focused in on
exactly what decision or action you’re
looking to influence, and which individuals
are most influencing such decisions, is
exactly how that influence is being
conveyed. That will affect how you should
measure the success of your activity with
that person. If they really are exerting
that influence through social channels
- and just because they have an active
Twitter account doesn’t automatically
mean that’s how their influence is being
exerted - then reviewing their social
outreach will be the main source for your
measurement metrics. More likely will be
that their influence is being conducted
behind closed doors, in one-to-one and
one-to-group meetings and presentations.
Much more difficult to measure and less
satisfying in the short-term. You’ll likely
need to get and maintain a relationship
with them.

How should you measure the value of
that influencer to you as a brand?
Over the past ten years we’ve developed
a proprietary methodology incorporating
each influencer’s market reach, frequency
of impact, perceived independence, level
and thoroughness of involvement in likely
decision-making, the number of peer
group citations and several other factors.
We’re also frequently updating the relative
values we allocate to each of the eight or
more attributes, depending on the industry
sector we’re investigating.
Typically our measurement criteria
includes eight elements, six of which are:
• Market Reach
• Frequency of Impact
• Independence
• Level of Expertise
• Peer Group Citations
• Online Connectedness
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If marketing depts. currently
target people primarily to provide the
audience / awareness numbers required,
what better considered metrics could be
used to justify a more realistic approach,
one centred on engaging with real-world
influencers? There’s no one cookie-cutter
approach to engaging with influencers. It
all depends on which influencer categories
you decide to focus on. No-one wants
a complicated formula to follow for
working out the value of their influencer
program investment. Measuring your
success with an Industry Analyst for
example is very different to measuring
your success with those in Top-Tier
Consultancies. We also try to fit our
measurement processes into our clients’

existing objectives since this best secures
the immediate support of the major
stakeholders.
You can’t measure a nebulous group
of people. The initial step is crucial exactly what question are you trying to
answer? Your real-world sales influencers
are those who most influence your buyers’
purchase decision process. They must
have that basis in common, they can’t
just be what you assume are VIPs. Once
all your identified individuals have been
selected because they influence the same
decision, then and only then can you start
to measure your comparative success with
them. Too often we ask our clients who
they currently prioritise in their outreach
and engagement. When we ask why
those particular individuals, they typically
stumble and for the first time start to ask
the question of themselves. Usually it’s
based on historical connections, marketwide assumptions and those people most

willing to accept the vendor’s advances.
You could think of it as the path of least
resistance. It certainly isn’t the path of
most value.
A common mistake is to think
that organisations are themselves
influencers. Clients tell us “we’ve
always been close with (name your
top management consultancy)”. You
need relationships with individuals not
organisations. And too often those
individual links are outdated. People
have moved roles, moved to other
organisations. We advise that typically
28% of your top influencers will no
longer be as influential to you in just
twelve months time. Your influencer
relationships need to be frequently
updated - they don’t maintain themselves.
The number of new influencer
relationships forged each quarter is
therefore a valid measurement metric.
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We’ve talked about
nonsense metrics and those too fuzzy
to mean anything, so what do we
recommend you measure? For B2B,
here’s five suggestions. Feel free to
customise them for your own use.
1. For our clients’ senior management,
one of the most compelling deliverables
is also the simplest - a salespersongenerated anecdote or ‘quote farm’.
Salespeople enjoy unrivalled credibility
in most organisations. Each salesperson
is given a list of the top 50 influencers
and every time they hear one of those
names mentioned in the course of their
sales activity they’re asked to record
it - especially if referenced directly by a

prospect. Each time they hear of any new
name mentioned they’re encouraged to
add that too. Some of these reference
names may prove fleeting but others will
prove ongoing influencers. And they’ll hear
those names before you do.
Most organisation’s senior execs’ listen
to their salesforce in a way that just
doesn’t happen with the marketing team.
The anecdote farm can be as simple
as a shared Google spreadsheet or as
sophisticated as your firm’s Salesforce
platform. Once a campaign’s main
stakeholders see how often the same
influencer names are referenced by the
sales teams, so the importance of these
influencers becomes accepted and
embraced at the highest levels. Once
the marketing dept. is seen to be forging
relationships with those same names then
senior management will take notice of that
too. Active proof of the much longed-for
sales & marketing alignment.

2. At the end of the day, influencer
programs too need to generate some ‘at
a glance’ graphs. Your marketing dept. is
unlikely to grow in size without very clear
stats-based RoI. A secondary way we
measure the value of our programs is in
the cost-savings generated by actively
reaching out to fewer people (in the
knowledge that these fewer people are
vastly more influential than the previous
mass-marketing targets). First we record
the number of people our client historically
reaches out to on a one-to-one basis each
quarter - journalists, analysts, consultants,
regulators, channel partners, etc. Typically
this can be 100-250 people, plus the
associated material costs involved. Postinfluencer identification, the number we
(or our client) proactively reaches out
to is approx. 50, enabling both material
cost savings and increased time spent
on fewer, but more important, people.
Spreadsheets then show how often each
of those 50 or so people have been
spoken to or engaged with each quarter.
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3. How do we get to a stage
where a quote or reference from a top
influencer counts for more than stats to
your senior marketing team? It’s easy for
‘stats fatigue’ to set in and when it does
we suggest you introduce short video
clips of your top influencers engaging
with your organisation’s influencer
outreach program. This can be far more
impactful to those controlling the influencer
program budget than yet another RoI
graph. Such videos are compelling. Let’s
work backwards. What would that video
clip need to show, and how close can you
get to that?

It needs to show four qualities:
• A credible personality with clear market
and end-customer knowledge.
• That that person has regular
opportunities to influence people of
interest to the vendor.
• Unequivocal signs of that person being
favorably influenced by the vendor’s
outreach activities.
• Proof, in crisp dollar terms, that
influencer endorsement increases sales
wins.

There will, inevitably, be some influencer
categories - such as industry regulators where this would not be allowed. While the
practice is allowed by industry analysts,
made-for-vendor videos are typically
charged for, especially with the Gartner’s
and Forrester’s of this world.

Short of being able to record a video
testimony, written references covering the
same ground should always be welcomed,
but video will always be more emotionally
persuasive. The above four qualities are
crucial. Whether they’re all delivered in a
single reference, or just some combination
of them, isn’t important. If the relationships
are sufficiently well-established then filming
short videos with a number of your top
sales influencers should be practicable.
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Here’s five.

4. What persuasive graphs can an influencer program generate?

Remember:
Ensure all your influencers start from
the same base - they have to be
influencing your buyers’ decisionmaking process. They can’t just be
random people you’ve assumed over
the years are important.

1. # of Top50 influencers engaged with, each month or quarter, compared with the
previous period.
2. # of follow-on calls scheduled or completed for the Top50 influencers.
3. # of existing prospect opportunities directly impacted by those influencer
interactions.
4. # of new leads uncovered as a result of new influencer interactions.
5. Value of sales knowingly attributed to the influence of those influencers.
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Our twelve years’
experience helping kickstart the very
foundation of today’s influencer marketing
phenomenon, has led us to these
practical, tried and tested RoI deliverables.
1. A salesperson-generated ‘quote

farm’. Designed to get the support of
your senior management. Rarely fails.
2. The addition of ‘new’ names being
suggested by your salesforce as part
of the above ‘quote farm’. So simple
you wonder why it doesn’t happen
naturally. But it doesn’t.
3. The cost-savings generated by
working more deeply but with fewer
people, a maximum of 50 preidentified sales influencers. No longer

outreaching to mere ‘noisemakers’
delivers considerable cost-savings.
4. Short video interviews of your new
top influencers endorsing the effect of
your influencer program outreach. Your
program needs to be well underway
before commissioning these. When
delivered, they’re compelling to those
authorising your budget.
5. Presentation graphs showing five key
metrics - # of top influencers engaged
with, # of new leads uncovered, value
of sales leads positively impacted
by your top influencers, value of
sales achieved via direct influencer
introductions and recommendations.
Perhaps more than any single metric
however, there’s one additional attraction
of undertaking a formal influencer
program, something that every Marketing
leader looks for.

A real-world sales influencer program,
especially if undertaken for the first
time, is a flagship or ‘tentpole’ activity.
It immediately gets the attention of senior
management, it gets the instant buy-in of
the chief sales officer, and it’s a fascinating
and illuminating journey for the marketing
team creating it. As a means of creating
the much-sought sales and marketing
alignment, there’s few better options.
You’ll already be aware that the vast
majority of those influencing your
customers are not those flooding Twitter
or Instagram. And in most cases they
certainly wont be the ‘pay-for-play’ names
currently promoting themselves as ‘social
influencers’.
Our programs reduce your required
outreach budget by allowing you to focus
on fewer people than before. Leaving just
the important ones.
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If you like the sound of our
work, and you want to better
understand who really influences
your customers, we’d love to
begin a conversation with you.
sfoffice (at) influencer50 (dot) com

What Next?
Influencer50’s Identification
Programs are the first step in an
integrated Influencer Identification,
Engagement & Measurement
program. They allow the
development of custom activities
aimed at specific influencers, and
the subsequent leveraging of these
individuals to increase market
awareness, competitive positioning
and lead generation or advocacy.

Influencer-led collateral also
addresses sales objections, leading
to reduced sales cycles and
increased sales and/or adoption
successes.

customers are not those flooding
Twitter or Instagram. And they
certainly wont be the ‘pay for play’
names that are currently promoting
themselves as ‘social influencers’.

Our programs reduce your required
outreach budget by allowing you to
focus on fewer people than before.
Just the important ones.

Depending on your target
marketplace, they’ll likely be a mix
of offline, online and social. A few
well-known but most operating well
under the radar. The most important
You’ll already be aware that the vast
factor is that your customers are
majority of those influencing your
listening to them.
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