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A strategic guide revealing proven principles on how to increase conversion rates,
marketing ROI and online revenues by converting more visitors to customers.

97% of website visitors don't buy. Our clients typically see website conversion rate
increases between 30% and 90% within 3 months.

How? Read on.
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! WARNING !  
Do not read ahead to discover the Conversion Velocity Formula - doing so will only 

diminish its impact. It will be revealed soon enough so take your time and read this 

report straight through. It will be worth the wait - really! 
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Preface 

________________________________ 

Life’s easier when you follow established principles. Too many website ‘optimisers’ pick 

a page at random based on a hunch or office politics. That’s suboptimal because you might 

be solving for a problem that doesn’t exist. 

 

Your website doesn’t need more features or even beautiful design. You need insights about 

your website visitors that lead to money-making outcomes. 

 

The Conversion Velocity Formula has been honed after more than a dozen years in the 

industry. It’s based on daily experience from the trenches, so you can bypass all the wrong 

turns and go straight to a proven formula that works to start converting more website 

visitors into customers. 
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Is it possible to capture and communicate anything of value about website conversion 

optimisation in a single formula? It is and I’m about to prove it. But first, let me tell you why 

I’ve gone to this extreme. 

 

I have made a career providing conversion rate optimisation (CRO) services – the practice  

of optimising a website to turn more visitors to customers – precisely because that is  

where creative and analytical thinking is needed the most. On a website, you need to 

persuade visitors to take action; at the same time, you must use data to work out the best 

way to do this. 

 

Left brain vs right brain, magic vs logic, math men vs mad men. The tension between art  

and science remains at the forefront of CRO, and still fascinates me today. 

 

Here’s the truth: 97% of website visitors don't buy! It amazes me how much TIME and 

MONEY is spent on traffic acquisition, campaign planning, etc. etc. - but the website 

customer journey never really changes. 

 

That's like directing road traffic into a BRICK WALL! 
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Given the pace in today’s world, particularly in digital marketing, if you are yet to 

develop a systematic approach to increase website conversion rates, it’s likely not your 

fault. Consider the shell game of suppliers vying for your money: 

○ Analytics companies claim that analytics software is the answer; 

○ Usability companies claim that usability is the answer; 

○ A/B testing companies claim that A/B testing is the answer; 

○ Copywriters claim that copywriting is the answer; 

○ Graphic Designers claim that design is the answer; 

Etc.! 
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If this barrage of information has left you more confused than empowered, take a deep 

breath and relax. It’s much simpler than that. There’s a way to make your website 

customer-centric, data-optimised and conversion-optimised. 

 

What does that look like? 

 

○ Imagine getting more customers without having to spend a penny more on advertising. 

○ Imagine getting consistently higher profit than your competitors. 

○ Imagine sending more and more traffic to your website whilst hitting your ROI targets. 

 

That's what happens when your website conversion rates are optimised. 

 

Everything becomes easy when you have a high-converting website. Marketing becomes 

simple when it CONVERTS. Optimising visitor-to-customer rates on your website is usually 

the fastest route to ecommerce success.  

 

So how do you do it?  
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This ebook is an overview of what constitutes CRO. I have written it to highlight the 

requirements of left/right braininess, to dispel common CRO myths and 

misconceptions, but most of all to provide a blueprint to help companies grow by 

adopting the right processes and principles, and grow website revenue as quickly as 

possible. 

Whether you’re growing your own company, or you’re in charge of 

marketing/ecommerce/digital decisions on the website, this guide is for you. Whether 

your aim is to capture leads, subscribers or sell products, this guide is for you. Read on, 

esteemed Reader. 
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“Organizations that
significantly outperform
their peers are almost twice
as likely to prioritize testing
and experimentation.”

The Gartner Survey Analysis: High Performing Organizations Make Testing,
Experimentation and Analytics a Data-Driven Marketing Priority.
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Obsession with quantity 

________________________________ 

As user experience continues to explode within ecommerce businesses, many have  

started to measure their digital 'maturity'.  
 

For website optimisation, 'maturity' is typically measured based on the amount of A/B tests 

run by an organisation. For example, Econsultancy's 2018 Optimisation Report says that 

'mature' organisations run at least 20 A/B tests per year. The same report states that the 

fastest-growing companies are running more tests.  
 

Likewise, Adobe’s Optimisation Maturity Tool categorises businesses based on: 

○ whether they launch optimisation activities in various timeframes; 

○ in a consistent and efficient manner; 

○ run multiple optimisation activities concurrently; 

○ launch and iterate optimisation activities consistently. 
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This focus on quantity, or frequency, is misguided and dangerous. It sets businesses 

down the path of testing for testing's sake (or change for change’s sake if you are not 

A/B testing yet).  

The focus on quantity is why so many businesses are stuck in website purgatory. 

They’re spinning wheels but they're not going anywhere. The bottom line doesn't 

improve. 

It’s a belief that is propagated by agencies and technology vendors that want 

businesses to run as many A/B tests, and make as many website updates, as possible. 

But when you approach website optimisation in this way, you sacrifice customer 

understanding for speed. Website optimisation isn’t a bag of UX tricks, it is rooted in 

user psychology.  
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To improve a website, you DON'T need a high volume of website changes or A/B tests. 

In fact, focusing on volume can be detrimental because you sacrifice quality. More 

important than the quantity of your website changes is their quality. 
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A/B testing?

Quantity alone isn't
enough. Running A/B
tests 'ad nauseum' does
not result in profitable
conversion rate uplifts.



 

__________________________________________________________________________________________________________________ 
DATA RESEARCH           UX DESIGN         A/B TESTING 

 

 

 

Why Quality Matters 

________________________________ 

Consider these alarming statistics from Econsultancy’s 2018 Optimisation Report: 
 

✔ 91% of companies expect to increase the number of website experiments in the coming 
12 months.  
 
✔ 65% of A/B tests are NOT successful. 
 
✔ Companies that run optimisation tests only produce a ‘clear and statistically significant 
winner’ in 30% of cases or less.  

 
There you have it in black and white! Most businesses are chasing quantity over quality.  
They aim to run more experiments even though those experiments are usually  
unsuccessful. 
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Why are website changes generally unsuccessful?  
 

Because 83% of companies run experiments without supportive data . In other words,   1

they’re guessing. Less than a fifth of businesses exclusively run experiments that have 
supporting evidence. 

 
✘ A hypothesis without evidence support is just a guess! 

 
✔ CRO should be a marriage of data findings that inform your hypotheses. 

 
 

How do you build data-driven hypotheses? Try this simple framework: 

 

Hypothesis framework  (otherwise you’re just guessing!) 2

✔ Because we saw [data/feedback] 

✔ We expect that [change] will cause [impact] 

✔We’ll measure this using [data metric] 

1 Econsultancy 2018 Optimisation Report 
2 This is the excellent framework championed by the one and only Craig Sullivan 
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“A Hypothesis should be 
of such a nature as to be
either proved or disproved
by comparison with
observed facts”

Stephen Pavlovich, Conversion.com
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At this point, you might be asking, “ok, but how does my business leverage data to 

inform evidence-based hypotheses?” Well, there are innumerable user research 

techniques that have been around for longer than the internet. But for websites, the 

following tend to be the quickest, cheapest and most powerful sources of insight: 
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Heatmaps 
Understand what users want, care about and do on 
your site by visually representing their clicks, taps 
and scrolling behaviour. 
 

 

 
 
User Testing 
Evaluate your website by recruiting representative 
users and set tasks for them to complete (e.g. 
complete a purchase). 

 

 
 
Video recordings 
Analyse screen recordings of real visitor behaviour 
on your site.  
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User surveys 
Understand what your visitors want and what's 
preventing them from achieving it, by asking them 
targeted questions on your website. 

 

 
 
Form Analytics 
Improve online form completion rates (for example, 
lead generation forms or checkout pages) by 
discovering which fields contribute to abandonment. 

 

 

 
 
 
Google Analytics 
Locate and pinpoint the conversion opportunities. By 
reviewing funnels and segments that show where 
visitors abandon, you can identify areas of focus. 
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"True practitioners of
experimentation will know
that simply running A/B
tests is only a tiny part of
actually launching an
effective experimentation
program.”

 Nick So, WiderFunnel’s VP of Client Services
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‘Quality’: beyond insights 

Does ‘quality’ refer to data insights only? Not at all! It also applies to the quality of the 

implementation on your website: 

1. Load lighter, faster experiences 

○ Faster web experiences correlate to higher conversion rates; 

○ so there’s no point implementing a great idea that loads slowly; 

○ this includes your A/B tests - your variations should load quickly otherwise test 

results are skewed. 

2. Blink Protection 

○ Specific to A/B testing, the ‘blink’ or ‘flicker’ effect occurs when an A/B test tool 

applies the changes in the visitor’s browser while the webpage loads. There is a 

noticeable flicker when the variation overlays on the page which can distract the user.  

○ It’s avoidable! A/B test tools with asynchronous scripts suffer. 

○ Synchronous scripts prevent blinking (load the experience as a layer between the 

browser and the website), so your test results aren’t skewed.  
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3. Measurement: KPI’s & Statistics 

You can’t improve a website unless you’re quantifying the improvements. Were 

you successful or is it back to the drawing board? There are two sides to this: 

a) Picking the right key performance indicator (KPI). This is often leads, 

sales or revenue - but not always. For example, if you’re testing the product 

page, your KPI could be the add-to-basket rate. If you’re testing the product 

list page, it could be the number of people that reached the product page. 

Choosing the right KPI is a discipline, and should be weighed up against 

your sample size (website traffic) and current conversion rates. 

b) Understanding statistics. Statistics are your guardrails. They prevent you 

from drawing incorrect conclusions, introducing biases from your own 

mental models, and endless debates in the meeting room! Without robust 

statistical application, you run the risk of false positives (you think the 

change is positive but it’s not) and false negatives (you think the change is 

negative, but it’s not). False positives are more detrimental. False negatives 

are more common. 
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“Statistics are like a
bikini. What they reveal
is suggestive, but what
they conceal is vital.”    

Aaron Levenstein, Academic & Author



 

__________________________________________________________________________________________________________________ 
DATA RESEARCH           UX DESIGN         A/B TESTING 

 

 

 

Why Prioritisation Matters 

________________________________ 
Did you make the most impactful change in Q1 or did you wait until Q4? Just as 

important as the quality of your website changes is the sequence of those changes.  

✔ Testing in the right order is equally important to the tests themselves! 
 

✔ Try some facts. Don’t make it up (“I feel like doing the homepage value proposition test 
first!”). 

 
✔ Effort vs reward. Prioritisation is a balance between business impact (money) and 
time to market. Whether it’s a direct website update or a test, you should develop a 
prioritisation system that measures impact vs time i.e. the opportunity. 

 
Whilst there are several prioritisation models that attempt to bake objectivity into the 

prioritisation process, I have written about their shortcomings on my blog. 
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The only way to incorporate true objectivity into the prioritisation process is to adopt a 

Money-Time-Impact scoring system: 

✔ Money  =  revenue uplift if the conversion rate were to increase by X%  

✔ Time =  duration of A/B test + server-side implementation time 

✔ Impact  =  nature of the change 
 

The following three pages provide more detail about Money, Time and Impact scores. 
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Money Score 

You should calculate how much the area of focus is worth. For example:  

Typically, the checkout pages (or the pages closest to your final point of conversion) 

are the most valuable. 
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Time Score 

1. A/B Test Duration 

It is generally impractical to run tests for longer than 4-5 weeks due to: 

a) Data pollution  3

b) Opportunity cost  

 

2. Server-Side Configuration  

Technically, how difficult is the change to make and how long will it take your developers? 
 

 

 

3 *Users delete their cookies, or switch devices, making test results less accurate, since most A/B test tools are cookie-based.  
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Impact Score 

Not all changes are created equal: 

○ Above-the-fold? 

○ Adding or removing an element?  

○ Addressing an issue discovered via user testing? 

○ Insights via Google Analytics?  

○ Designed to increase user motivation?  

Etc.  

 

A website update is more impactful if it is more visible to the end user, and if 

there is a lot of data to support the hypothesis. 
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The Conversion Velocity Formula 

________________________________ 
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The success of your optimisation program is a combination of three factors: 

1. Number of changes made (quantity) 

2. Percentage of changes that provide a win (quality) 

3. Sequence of changes (priority) 

Those three combine to indicate what I call Conversion Velocity. 

To make the most amount of money in the shortest amount of time you need a small 

number of successful changes - in the right order. That's Conversion Velocity. 

 

How do you achieve this? I recommend using my Conversion Method. 
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The Conversion Method 

________________________________ 
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Explaining the Conversion Method 
 

Overview 
 

○ Start with quantitative data; 

○ quantitative analysis shines a light on areas of opportunity;  

○ then use qualitative analysis to investigate those areas. 

 

1. Locate 

This is the quantitative ‘hard’ data. The numbers. Leverage quantitative data (especially Google Analytics)  

to understand what visitors are doing on the website, and to prioritise your conversion optimisation 

activities. 

 

2. Triangulate 

This is the qualitative ‘soft’ data (voice of customer). The intangibles, such as surveys and video  

recordings. It’s more subjective than quantitative data but very powerful as it helps to understand  

why people behave a certain way. 

 

Sniping 

- Try watching 30 videos in a row and you might feel yourself starting to get a bit depressed! 

- A better approach is to leverage quantitative data FIRST; 

- Then filter your qualitative research so you’re looking in the most relevant places. 
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I call this process 'sniping'. We snipe the specific conversion issues with qualitative research, rather than 

apply a broad-brush approach and trying to review the ENTIRE website. The latter approach is not a good 

use of time or resources. 

 

Here are some examples of the types of segments on which you might focus your qualitative research: 

 
✔ Visited URL ✔ Exit URL ✔ Landing page URL ✔ Session Duration  

✔ Country ✔ Device ✔ Browser ✔ Operating System  

 
 

3. Monetate 
Turn your research, insights and ideas into reality. Create wireframes and designs, then code them to  

launch your changes onto the website. Be sure to consider page speed and blink protection before you  

ship your new code. 
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Resource Alignment 

________________________________ 

How do you align your resources and structure your to consistently increase visitor-to-customer  

conversion rates? Job titles aren’t important. Focus on processes. Core processes are: 

 

✔ Web Analysis ✔ UX Research

 

✔ Hypothesis generation  ✔ Test prioritisation, stats & evaluation  

 

✔ Design  ✔ Code / QA  
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81% of business leaders
say skills in
experimentation and
optimization are essential
for business growth, but
employee skill gaps are in
the way of progress.

 Optimizely’s report, How to Win in the Digital Experience Economy 
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You can leverage the Conversion Method to simplify the conversion optimisation process and associated 
team structures: 
 

1. Locate: Web Analysis 

 

2. Triangulate: UX Research, Hypothesis Generation 

 

3. Monetate: Design, Code, QA 
   

 

 

Prioritisation, Stats & Evaluation 

What team do you need? 

Conversion Consultant/Director 

Responsibilities: test roadmap, test hypotheses, stats 

(KPI-setting, test duration, sample size, etc.), project 

management 

UX researcher 

Responsibilities: executing and delivering UX 

research activities, such as: 

User testing, card sorting, user research, interviewing, 

HotJar, validating prototypes 

Designer 

Responsibilities: low /hi-fi wireframes & design 4

Developer 

Responsibilities: Front-end & back-end 

development, coding A/B tests, QA 

Notes 

- Some of these roles might overlap  5

4 Some conversion consultants do this. 
5 The ultimate solution really depends on your unique situation. The above is a blueprint but should be carefully considered based on your 
circumstances. 
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Get In Touch 

________________________________ 

 

Are you an ecommerce leader looking to systematically convert more website visitors to 

customers? 

 

✔ Get the latest optimisation tips and strategies to grow your business (my weekly, 

exclusive digest) 

 

✔ Connect on LinkedIn to hear the latest conversion optimisation insights (I post 

regularly) 

 

✔ Speak with me directly to talk about your potential options. We’ll discuss how to 

apply the Conversion Method to grow your website conversion rates and maximise 

website revenues. 

 

Alan Chapman, Host Digital, alan@hostdgtl.com  
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