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INTRODUCTION

Introduction

This playbook wasn't born from theory or guesswork. It comes from years of hands-on experience
making real money in real businesses.

Before we built SegMetrics, we ran a conversion optimization agency for over a decade. We worked
inside the marketing funnels of some of the most successful online businesses in the world — Ramit
Sethi, Eben Pagan, Jim Kwik, Nomadic Matt, Andrew Warner, and dozens more.

We weren't tweaking button colors. We were rebuilding entire funnels, tracking millions of visitors,

and optimizing for millions of dollars in revenue. We saw what worked. We saw what failed. And we
discovered something that comes up in business after business, industry after industry:

Most businesses have no idea

where their funnel is broken.

They know their sales are lower than they want, but they can't tell which specific step is killing their
conversions. They don't know how to segment their traffic to find out who is buying and who isn't —
and why. They're surviving on hunches instead of growing with data-driven decisions because they
don't know how to use their data.

That's why we created these playbooks. These are the exact frameworks and levers we used to
optimize funnels for our highest-paying clients. Every playbook represents years of experience,
analysis, and testing — all condensed into a simple, four-page format.

Now you can use them, too.

Founder, SegMetrics



THE BOTTLENECK METHOD

How to Optimize
Your Funnel

When it comes to improving any funnel, there is a process. Racing through split-tests or throwing
“optimization noodles” at the wall won’t deliver the strategic gains you’re looking for.

In this section, we’ll walk you through the four steps you should follow with every funnel you want

to optimize.

MAP YOUR FUNNEL

BLOCK YOUR FLOW INTO DISTINCT EVENTS
Write down every step in your funnel, and the
entry and exit metrics for that step.

LEAD SALES
MAGNET PAGE

i B @

FIND THE BIGGEST BOTTLENECK
LOOK AT THE RESULTS FOR EACH EVENT

Compare conversion rates across your funnel.
The lowest rate is your biggest bottleneck.

LEAD
MAGNET

AD

Oﬂ‘tj U% of people who visit Your sales page click

’rhrou3h to Your order form, That's low. This is
the problem to fix i rst!

CALCULATE PERFORMANCE
DECIDE HOW YOU WILL TRACK EACH EVENT
Use the entry and exit metrics for each step to

calculate the conversion rate.

LEAD SALES
MAGNET PAGE

AD

SEGMENT & OPTIMIZE

ADDRESS IMPROVEMENTS STRATEGICALLY
Look for outliers in your customer segments
with high potential. That’s where to target.

‘Just starting out" 2%
"Been trying for 6 months" 1%
"Lookinﬁ £or new s’rrafeﬁies” U%

"Tried everything, nothing works"



THE BOTTLENECK METHOD STEP1

Map Each Step in Your Funnel

Optimizing your funnel starts with breaking down the entire user flow into distinct, trackable events.

This step is crucial for identifying problems and gaps, understanding user behavior, making data-
driven decisions, and ultimately improving conversion rates.

It sounds obvious, but we’re consistently surprised how many businesses skip this step.
(There’s a reason we put it first.)

O~ AcquisiTion O

«& § Ad & Social Media Link Clicks

(O~ ENGAGEMENT (!

(OO~ CoNvERrsiON D1

This is the initial touchpoint where the
prospect engages with your material — for
example, a paid ad or social media post.

It's crucial to track lead behavior after they
- == arrive on your landing page. This is where -
they first learn about your offer and decide
whether to opt-in.

@ § Thank You Page Visits 54 § Form Submissions

After submitting their info, the lead is usually
directed to a thank you page. This page
confirms their successful opt-in and can
provide additional instructions or content.

The action where the lead submits their
) --{ contactinformation — optingin —in -
exchange for the lead magnet. Thisis a
critical conversion pointin your funnel.

o Confirmation Email Opens

An email sent to the lead to confirm their
subscription or give them their download.

Lead Magnet Downloads

The actual act of the lead downloading the
promised content. This step measures the
fulfillment of the lead magnet's promise.

Follow-Up Email Opens

Subsequent emails that nurture the lead.
Tracking opens and clicks in these emails
helps gauge ongoing engagement.

Sales Page Visits

+--.() Asthe lead moves further down the funnel,

you will want to send them to a sales page.

Product Purchases

=== The ultimate goal, where the lead converts
into a paying customer.

.



B2 Keep in mind!

Your lead magnet flow might be more or less complicated than this. What’s most important
is that you’re intentional about events that you want to track.

If your end goal is sales, we strongly recommend you include a purchase step in your lead magnet
flow. After all, it doesn’t matter how many leads you bring in if none of them actually become
customers.

Also, don’t just think or talk about these steps — write them down.

Map out the full lead magnet flow on paper or with a flow chart software like LucidChart. Make it
visual so everyone on your team can see it, align, and get onboard. Label each step so everyone is
referring to the same steps with the same names. Add in key details for each step, such as the
platform/tool used and what metrics you want to track.

(O~ NURTURE SEQUENCE |

This sales funnel is geared towards launching a new
product or existing product to your internal list.

Let's tell the story from Tim's point of view, and struggle
It follows the hero's journey format, following the brand

personality "Tim." We then add a second "hero" to the “Here are the XX | wish *I* had when | was struggling.”

journey "Mary” who's presence relates to a niche within “This worksheet would have kicked me in the ass to get started"

the main target market that readers can relate to.

Bring in a second person that mirrors a SECOND type of issue that y

customers have, and then you and HER come together for the solutic
product

At the end of the education funnel we bring the "Tim"
and "Mary" stories together into a single solution, that

O_ . W EBINAR F LC iis the product being sold.

DAY 9

DAY 3 _ DAv4 How things always Something
MON DAY 1 My Pain & Some Initial Strategy on getin the way. different that no
Story Hook worksheets | use how to start (Why you haven't one has told you

(TIM STORY) to help solving problem. succeeded) before ,
(TIM STORY) (MARY STORY) (TIM STORY) (MARY STORY)

orksheet .. Workshest Interviews w/
Download Page Video 1 Download Page Authorty Peeps

Here Is your
Download.

Register for
Webinar?

Optin Form < Registers? Attended?

No

DAY 1 DAY 2 DAY 3 WEBINAR PM
No Introduce the Last Chance for Why didn't you
T webinar [ %) SocIProol 8 e lebinar attend?
7/7\ ,J//r;\ - T 74/(;

Webinar Webinar Webinar
Registration Page Registration Page Registration Page




THE BOTTLENECK METHOD STEP 2

Decide How to Track Each Event

To effectively track each event, it’s crucial to know two things:

Exactly what data in your ESP indicates that a person completed a particular step.

E How you will pull all this data together to analyze it.

Let’s walk through the process:

Say someone downloads your lead magnet. How do you know? If one of those new subscribers visits
your sales page, how do you know? You can’t optimize an event if you don’t have a clear and accurate
measurement for it.

This is why it’s important to get specific. Many businesses spend gobs of money promoting lead
magnets without clear data on if they’re even working. Don’t do this.

(O~ ACTION STEPS (1|

WA For each step in your funnel, define an the single conversion action you want to track.
Once you have the action (like lead value, conversion rate, etc), then choose the entrance and
exit metrics that you need to calculate it, and how you’ll track that number.

The most common methods include tags, custom fields, clicks, and purchases.

Track lead volume across each step in your lead magnet flow.
You can watch the number of leads drop at each step (which is normal) and look for which drops
are notably bigger than others.

Also decide how you will collect and analyze all of this data.
Because it’s notoriously difficult to compare data from one marketing platform to another, we
strongly recommend using a single source of truth analytics platform.

@ SegMetrics makes this easy by integrating with over 130 marketing tools, linking all your data
back to clearly-identifiable individuals, and supporting powerful full funnel analytics.

By planning your tracking methods upfront and using tools like SegMetrics, you can gather
the data you need to start optimizing your lead magnet funnel.


https://segmetrics.io/integration/?utm_medium=pdf&utm_source=lead-magnet&utm_campaign=how-to-optimize-any-lead-magnet
https://segmetrics.io/reports/customer-journey/?utm_medium=pdf&utm_source=lead-magnet&utm_campaign=how-to-optimize-any-lead-magnet
https://segmetrics.io/features/funnel-optimization/?utm_medium=pdf&utm_source=lead-magnet&utm_campaign=how-to-optimize-any-lead-magnet

THE BOTTLENECK METHOD STEP 3

Look at the Results for Each Event

You don’t need to obsess though. We recommend you set two reminders:

() initial Check g

After launching your lead magnet, check your Once you have enough data to identify real
data to ensure your system is working smoothly trends, set a second reminder to dive deep into
and data is coming in correctly. the data for analysis and optimization.

THE BOTTLENECK METHOD STEP 4

Address Improvements Strategically

When optimizing your lead magnet funnel, which improvements you choose to focus on can have just
as much impact as what changes you make. Order matters. That’s why we recommend this process for
optimizing any lead magnet:

O First, start with the biggest drop offs in your lead magnet flow

Scoring major improvements for some events in your lead magnet flow will be notably easier
than others. For example, doubling conversion on a terrible landing page is easier than
doubling conversions on a polished sales page.

B2 Keep in mind!

You probably can’t optimize every step of the process, so starting with the biggest drops
will deliver the biggest improvements.

Q" Then work from the top of the funnel down
i Problems at the top of your lead magnet funnel can restrict a healthy flow of leads through your
. funnel. This can make measuring results and running tests in the middle and bottom of your
' funnel difficult. Addressing top of funnel issues can both boost overall results and clarify
additional opportunities forimprovement.

(O Finally, double-check the major conversion levers for any remaining sticky spots
Once you’ve tackled the biggest drop-offs and top of funnel opportunities, you can turn focus
on any remaining steps in the flow.

We recommend you use the recommendations in the Playbooks to focus your testing on the
highest-leverage changes.



SegMetrics makes analyzing
your funnel easy

+
SegMetrics is an invaluable tool for visualizing and analyzing your ‘
funnel. It integrates data from various sources, providing a
comprehensive view of your funnel’s performance.

With SegMetrics’ Customer Journey Reporting, you can quickly ‘ ~
and accurately visualize and identify significant drop-offs across +
your whole funnel. Learn more > -
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EbenPaganTraining

SegMetrics gives you X-Ray vision to reveal what
your customers are doing, how your marketing
funnelis working... and how to make it work better.

Eben Pagan — Founder, Eben Pagan Training


https://segmetrics.io/reports/customer-journey/?utm_medium=pdf&utm_source=lead-magnet&utm_campaign=how-to-optimize-any-lead-magnet

INTRODUCTION

How Each
Playbook Works

Every playbook follows the same four-page structure. Learn it once, use it forever.

Thisisn't random. We designed this structure based on how we actually optimized funnels for our
agency clients. It's the exact process we followed whether we were working on a $10,000 launch or a
$10 million funnel.

CONVERSION RATE OPTIMIZATION

The Four-Page Framework
Each playbook is designed to be printed and kept Set and measure your target metric
on your desk. Use it for reference while you're

working in SegMetrics, building your funnel, or Identifier outliers to fix the problem

The four pages form a complete diagnostic system. Apply proven CRO solutions

They take you from "my conversion rate is low" to

"here's exactly what to fix and how to fix it." Adapt to your business model

running your analysis. a

[ SEMETRICS




HOW TO USE THE PLAYBOOKS PAGE 1
Define What Success Looks Like
and Measure If You're Hitting It

Before you can optimize anything, you need to know what you're measuring and whether you're
succeeding or failing. Page 1 of every Playbook lays the foundation.

2 TARGET METRIC

The one number that matters most for optimization

REPORT
Where to find this data in SegMetrics

TIMEFRAME

How long it should take to complete this analysis

INGREDIENTS

What SegMetrics features you need (tags, page
tracking, custom fields)

PREREQUISITES

Minimum traffic or conversion volume needed for
reliable data

VARIATIONS

Alternative versions of this tactic you can use

METRIC TARGET

The benchmark metric value you should aim for

DIRECTIONS

"""" What this funnel element is, when to use it, and
the biggest conversion lever to focus on

CALCULATION

The exact metrics to track and how to calculate

your target metric

Think of this page as your diagnostic tool. It tells you: "Here's what we're measuring. Here's what
good looks like. Here's where you currently stand."

« If you're hitting your target metric, great. Move to the next funnel step.
« If you're below target, on page 2 we’ll segment our step to find outliers.



HOW TO USE THE PLAYBOOKS PAGE 2

Segment Your Audience to Find Out
Who's Converting and Who's Not

This is where most marketers fail. They see a low conversion rate and immediately start tweaking
headlines or changing button colors. They're guessing at solutions without understanding the
problem. Page 2 teaches you to segment first, optimize second.

SEGMENT TITLE

What you're analyzing (Traffic Source, Device Type,

B ] Customer Profile, etc.)
o]

TYPES

Specific breakdowns within that segment
(Facebook vs Google, Mobile vs Desktop, etc.)

G
DESCRIPTION
How to identify underperformers and what they
reveal about your funnel
OPTIMIZATION ADVICE
X Specific tactical fixes for that segment

SEGMENT OPTIMIZATION

Why Segmentation Matters

Let's say your webinar registration page converts at 15%. That sounds fine. But when you segment by
traffic source, you discover:

» Facebook ads: 8% conversion
» YouTube ads: 25% conversion

« Email traffic: 35% conversion

Now you know something. Your page isn't broken. Your Facebook ad targeting is wrong. You're
sending the wrong people to the right page.

That's a different problem with a different solution. Without segmentation, you'd never find it.

The goal of Page 2 is to stop treating all your traffic the same. Find the segments that work. Find
the segments that don't. Then you know what to fix.



Apply Battle-Tested Conversion Tactics
from 20 Years of Agency Work

Once you understand who's converting and who's not, Page 3 shows you exactly what to change.
This is where our agency experience becomes your competitive advantage.

For two decades, we've run thousands of A/B tests across every industry. We've optimized funnels for
seven-figure launches and eight-figure businesses. We've worked with some of the best marketers,
copywriters, and direct response experts in the world.

Page 3 of each playbook distills all that experience into four core optimization tactics for each
funnel element.

PAGE OPTIMIZATION

Your Compelling, What you'll find

Benefit-Driven Headline
Your sub-headline that clarifies your main promise or adds intrigue Proven Optimization Strategies that we've used

repeatedly across hundreds of funnels. Each strategy

This is your main persuasive copy block.

Write i short, punchy sentences that keep focuses on a specific element of your page or funnel
momentum. .
step: the things that actually move the needle.

Each paragraph should advance your
argument. Use bold for power words and
underline for critical claims. Keep the focus

! o PN IMAGE
on them — their problems, their desires,
their transformation.

For example, in the Sales Page playbook you'll learn:

Paint the picture. Show the contrast How to match co py len gth to audience
between before and after. Make it visceral
and specific, not vague and generic.
Your sub-headline that clarifies your main Where to place testimonials for maximum impact
promise or adds intrigue
Beginner Recommended VIP H H

e e e How to use visual breaks to keep people scrolling
This is your main This is your main This is your main
persuasive copy block.  persuasive copy block. persuasive copy block.
Write in short, punchy Write in short, punchy Write in short, punchy Why tiered pricing increases conversions
sentences that keep sentences that keep sentences that keep
momentum. momentum. momentum.

$97 $297 $1997 These aren't generic best practices from blog posts.

They're specific tactical recommendations with clear

reasoning behind them. You'll know what to change,
why it works, and how to implement it quickly.

At this point, you've diagnosed the problem (Section 1), identified the outliers (Section
2), and are now implementing proven solutions (Section 3).

Most optimizations take 30-60 minutes to implement. You're not rebuilding your funnel.
You're making targeted improvements based on decades of testing.
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CONCLUSION

Putting It All
Together

Each playbook works alone, but the real power comes from combining them into complete funnels. A
lead magnet optin feeds into a sales page. A webinar registration leads to a pitch. An order form
connects to upsells and downsells.

When you optimize each piece, the improvements compound. That 10% boost to your sales pages
conversions also scores with the 10% boost to your optin rate. Gains on gains.

TIME TO PUT THIS TO WORK

Your Next Steps

We've included blank playbook worksheets at the end of this book. Print them. Fill them out. Use
them to manually identify your bottlenecks and track your optimization tests.

Work through your funnel one page at a time. Document your segments. Test your changes. Measure
your results.

Or skip the manual work entirely and let SegMetrics do it for you. Our platform automatically tracks
every metric in these playbooks, breaks down your segments, and shows you exactly where your
funnel is leaking revenue.

With SegMetrics, you can spend less time wrangling data and more time growing your business.

UNCOVER YOUR HIDDEN PROFITS

Start Your Free Trial at SegMetrics.io

No credit card required. No setup fees. Just connect your tools and see your bottlenecks in minutes
instead of hours.

Stop guessing. Start optimizing.



