
HOW TO

YOUR BUSINESS
WITH DATA
10X



GROWTH VS SCALING
Before we begin this guide on how to 
10X your business, we want to clarify 
the difference between growing a 
business and scaling a business.

Most businesses can grow; even 
terrible businesses can grow over 
time. Growth can be achieved solely 
based off of great products or services, 
great prices, or simply filling a void 
in the market. We have worked with 
many businesses who have managed 
to grow and succeed in spite of 
themselves.

Scaling, on the other hand, entails 
explosive growth, similar to what we 
reference in the title. Scaling goes 
beyond simply increasing revenues 
by 5-10% per year, and moves into the 
territory of doubling or tripling revenue 
on a monthly basis.

ANY BUSINESS CAN SCALE IF THEY FIND THE 
RIGHT DATA AND LEVERAGE IT PROPERLY.



THOSE WHO CAPITALIZE ON DATA WILL SCALE; 
THOSE WHO DON’T WILL FAIL.

We are on the tail end of the data revolution. Similar to the internet revolution 
before it, we have seen many businesses collapse because of their failure to adapt 
to the new norm. Rather than dwelling on these well-documented failures, we want 
to focus on the winners and how we can follow in their footsteps.

The most obvious winner of the data revolution is Amazon. Amazon began 
leveraging data years before anyone realized its power. Many people attribute 
Amazon’s success to their early adoption of the internet, but in reality, Amazon’s 
power comes from the insights that it has on its customers.

Amazon loses money on their Prime membership- a lot of money. Their Prime 
membership fees don’t even cover the cost of free 2-day shipping, let alone the 
other multitude of perks that Prime members can access.

AMAZON



So how do they make it work?
Amazon knows that Prime members have an increased purchasing frequency on 
their site. 46% of Prime members say they buy on Amazon at least once a week, 
while only 56% non-Prime members even go to Amazon on a weekly basis. 

Because of this data, Amazon has managed to keep the cost of a Prime 
membership relatively consistent, even while adding benefits to the membership. 
The results speak for themselves, as it’s estimated that 65% of Amazon shoppers 
are now Prime members, and Amazon frequently battles for the title of the most 
valuable company in the world.

Their data showed that a large number of subscribers enjoyed political thrillers, 
the work of David Fincher, and Kevin Spacey. They knew that combining these 
elements all but guaranteed them a hit.

They weren’t wrong. At one point, 86% of Netflix subscribers said that they 
wouldn’t cancel their subscription because of the show. “House of Cards” remains 
the foundation of Netflix’s original content, and is still one of the most-streamed 
shows on the platform.

Another early adopter in the data 
market was Netflix. We all know the 
story of how they managed to destroy 
the video rental market and take the 
lead in the streaming wars, but few 
know the story of why they chose 
“House of Cards” to be their first piece 
of original content.

Netflix paid $100 million upfront for 
the first two seasons of the show. The 
story was based on a mini-series that 
aired on the BBC, and was set to star 
Kevin Spacey, with David Fincher as an 
executive producer and the director of 
the first two episodes.

NETFLIX



DANETTE 
MAY

ANY BUSINESS CAN SCALE IF THEY FIND THE 
RIGHT DATA AND LEVERAGE IT PROPERLY.

For our last example, we wanted to 
focus a little closer to home. Danette 
May was a client of Praxis Metrics that 
was struggling with a funnel of theirs. It 
was only bringing in 15 sales a day, so 
they were about to shut it down. 
 
Before they did, they reached out to us 
to help them see the true lifetime value 
of those customers, and were open 
to the idea that maybe the funnel was 
more valuable to them in the long-term.

We helped them discover that the real 
lifetime value of their customers was 
much higher than they thought. Based 
on that realization, they increased their 
allowable cost-per-acquisition on the 
funnel by just $5.

That decision drove the funnel from 
15 to 315 sales per day in less than 
a month - an increase of more than 
2,000%!  The numbers kept rising from 
there, and they now bring in more than 
$10,000,000 in revenue per year from 
just that one funnel (which they nearly 
cut).



You may have noticed that all of these examples required the businesses to take 
action on their data. They all had data that backed up their decisions, but nothing 
happened until they took action from it.

When it comes to scaling a business, it’s not enough to just have the data; you 
need to have actions tied to every one of your metrics. If something goes up, you 
need to know what actions you need to to take based off that data. If something 
goes down, you need to have a plan in place.

Any business can scale if they understand and properly leverage the Pareto 
Principle (the 80/20 rule) in their business.

The key to scaling is figuring out the 20% of your business that’s driving 80% of the 
results, and doubling, tripling, or quadrupling down on that.

This 20% could be 20% of your products, it could be 20% of your marketing efforts, 
it could be 20% of your employees/departments. Find the things in your business 
that generate the greatest return on investment and invest more in those things.

By eliminating wasted time and effort, and focusing exclusively on the things that 
are working, you can easily quadruple the effectiveness of every team member 
and, by extension, the business.

So, the question then becomes, how do you find that 20%?

Before we start with any client, we take them through a process called “Metrics 
Mapping” that helps them narrow in on exactly what that 20% is.

THE 80/20 RULE



The process of metrics mapping starts with setting goals. While this may seem like 
a simple task, we have found that over time, many people struggle greatly with 
this step. They have a vision of what they want to achieve, but they wrestle with 
identifying how to achieve it.

There are an infinite number of ways to determine your goals, but we wanted to 
cover some of the best guidelines that have helped us create our goals. 

MAKE THEM SMART

Almost everyone has heard this acronym before, and that’s because it’s effective. 
For those who don’t know, SMART stands for:

SPECIFIC:  Don’t just say that you want to increase revenues; assign a 
percentage increase or a specific number that you want to reach. 
 
MEASURABLE:  “If you can’t measure it, you can’t improve it.” -Peter Drucker. 
Decide how will you measure your progress, and set milestones along the way.
 
ATTAINABLE:  There are two main types of goals that everyone should have: 
target goals and stretch goals. Your target goals should be the goals that you want 
to hit, and they should be difficult to achieve, but not impossible. Your stretch goals 
should not be impossible, but they should make you sweat and make you wonder 
if you can actually do it. Stretch goals give your team something to work toward 
beyond just target goals, and keep them engaged even if they hit the target goals 
early.

RELEVANT:  Your goals obviously need to align with your overall vision for your 
company. Don’t set goals that don’t help you reach your long-term vision.

TIME-BASED:  Setting a deadline is extremely important for goals. You can’t 
measure anything on an infinite scale, so it’s important that you set limitations and 
milestones for your goals.

METRICS MAPPING



This brings us to the next phase of 
Metrics Mapping, which investigates 
what you need to know in order to 
achieve your goal.

If you want to double your sales over 
the next 6 months, what questions 
jump into your mind? These could 
be things like: How do I increase 
conversions on my site? How do I get 
more people into my email sequence? 
How can I increase the average order 
value (AOV) of first purchases?

The intent of this stage is to get to the 
heart of what information you need in 
order to hit your goal.

The next step is to determine which 
metrics will answer all of the questions 
that you identified in the previous 
stage.

If you want to increase conversions on 
your website, you need to know your 
conversion rate, your best-converting 
traffic sources, where your visitors go 
on your website, and what they buy.

If you need to increase your AOV, you 
need to know your current AOV, which 
products decrease this number, which 
products increase this number, how 
your customers react to promotions, 
and which kind of promotions are most 
effective.

In this stage, we need to figure out your 
lead indicators and your lag indicators.



Put simply, lead indicators drive the lag indicators. Most goals fall under lag 
indicators, so it’s important in this stage to really drill down to the numbers beneath 
the numbers so that you can find your formula for success.

In sales, a lagging indicator would be revenue, or number of sales. Salespeople 
really don’t have direct control over how many sales that they make in a day, but 
they do have control over their leading indicator: how many calls they make that 
day. Content marketers don’t have direct control over how many website visits they 
get in a day, but they do have control over how many blog posts or emails they 
write.

This stage of Metrics Mapping may be the most important, as this is where you 
truly discover your 20% that drives 80% of the result. During this phase, it’s 
important that you drill as deeply as you can into your data to discover where you 
need to focus your efforts in order to achieve your goals.

Once you have discovered the metrics that you need to track, you need to figure 
out where to find them. We call this the “source of truth”. The source of truth is 
simply the place where you can get the most accurate, trustworthy, up-to-date 
information.

LEAD INDICATORS VS. 
LAG INDICATORS



Revenue per day/month should be tracked by your accounts (Paypal, Stripe, bank, 
or other payment processors), average order value should be tracked through 
your sales system, highest converting traffic can be found in Google Analytics, etc. 
Once you have your “source of truth” selected for each of the metrics that you 
need to track, you know where you need to check in to see your progress.

After you’ve determined your metrics and where they live, you need to assign 
someone to manage them. Even if that person is yourself, it’s critical that someone 
is specifically responsible for each of these metrics. This person needs to keep 
an eye on the metrics and know exactly what’s going on with them at any given 
time. Whether improving or worsening, this person should be aware of why they’re 
changing.

If you do not have a place where you trust your data (i.e. your Google Analytics 
tracking is inaccurate or untrustworthy), then you need to focus on tracking. 
Tracking forms the basis of everything that you build later, so you need to make 
sure that your tracking is in order.

Because tracking is so important, we don’t want to short-change it by trying to 
cram everything that you need to know here. Instead, here are some of our other 
resources that can help you on your tracking journey:

» How to solve over-attribution issues in marketing

» The importance of UTMs and how to use them to scale your business

YOUR OUTPUTS ARE ONLY AS GOOD  
AS YOUR INPUTS.

https://praxismetrics.com/blog/data-rich/how-to-win-in-the-attribution-war/
https://praxismetrics.com/blog/data-rich/how-to-win-in-the-attribution-war/
https://praxismetrics.com/blog/tracking/increasing-revenue-with-one-simple-tracking-tweak/
https://praxismetrics.com/blog/tracking/increasing-revenue-with-one-simple-tracking-tweak/


» Scaling your business through data maturity

» Our other blog posts that cover tracking

DESERT ISLAND 
METRICS
After working with hundreds of businesses, we found a handful of metrics that 
almost every business needs in order to rapidly scale their business. 

These are our “Desert Island” metrics. As in, if we could only take 5 metrics to a 
desert island, these are the metrics we would take:

COST OF GOODS SOLD (COGS)

RETURN ON INVESTMENT/ RETURN ON AD SPEND (ROI/  ROAS)

CUSTOMER LIFETIME VALUE/ (LTV/CLV)

ALLOWABLE COST PER ACQUISITION (CPA)

REVENUE

1

2

3

4

5

We’ll dedicate time to explain why each of these metrics is vital for companies that 
want to scale.

https://praxismetrics.com/blog/data-basics/financial-marketing-summit-keynote-speech/
https://praxismetrics.com/blog/data-basics/financial-marketing-summit-keynote-speech/
https://praxismetrics.com/blog/category/tracking/


COGS1

UNDERSTANDING THE COSTS OF YOUR BUSINESS 
IS THE ONLY WAY THAT YOU CAN STAY AFLOAT. 

There is an economic principle that states that so long as you can cover your 
variable costs, you can eventually scale the business into profitability. While this 
may initially seem counterintuitive, it actually holds true.

If you can exceed your variable costs, even slightly, then you can eventually scale 
your business to profitability. 

However, if you can’t meet your variable costs, your losses will actually grow as 
your company scales.

The natural question you should be asking is: “what are my variable costs?”. 

The answer is anything that will scale as you sell more of your products; that 
includes things like: commissions, materials, shipping, and credit card fees.

We’ve had clients who have a hard time drilling down and finding their true 
variable costs because they purchase materials and ship in bulk. This makes it 
difficult to drill down to the individual costs; however, if you leverage a robust 
business intelligence tool, it can perform complex calculations to drill down and 
assign costs to each individual item in the shipment based off weight. 

Having a firm grasp on your variable costs and COGS allows you to better analyze 
the next metric on our list:

UNDERSTANDING THE COSTS OF YOUR BUSINESS 
IS THE ONLY WAY THAT YOU CAN STAY AFLOAT. 



ROAS/ ROI2

YOU NEED TO OBSESSIVELY KNOW 
YOUR NUMBERS

If you don’t have a firm grasp on your costs, then this metric won’t help you nearly 
as much. 

We recently appeared on a podcast and, during the conversation, we talked 
about a business who thought that a 2X ROI would make them rich, but once they 
achieved a 2X return, they realized that they needed a 4X return just to break 
even.

On the other hand, if you understand your COGS and margin structure properly, 
you can leverage that data to scale rapidly.

There was a course where the teacher pointed out that as long as your cost per 
acquisition (CPA) was lower than your average order value (AOV), then you will 
always be profitable in your advertising. Factoring in your COGS allows you to 
extend that profitability to your entire business. 

THAT IS A RECIPE FOR SCALING.

So long as you maintain a CPA that is below the profit margin of the products that 
you sell, you can increase your ad spend indefinitely, scaling your business with 
ease.



LTV/ CLV3

“(THE BUSINESS) WHO CAN AFFORD TO SPEND THE MOST TO 
ACQUIRE A NEW CUSTOMER, WINS.” -DAN KENNEDY

In the last section, we talked about measuring profitability by comparing ad spend 
against customer’s AOV... LTV takes that concept one step further.

Your customers (hopefully) spend a lot more with you than just their day 1 AOV. 
They should come back and repurchase from you repeatedly. If you measure the 
value of your customers only by AOV, you might be selling them short, and missing 
out on some explosive growth.

As we referenced earlier, one of our clients, Danette May, nearly missed out on 
more than $10,000,000 in revenue per year because they let Day 1 AOV determine 
their ad spend.

As a quick refresher, they had a lackluster funnel that they were about to shut 
down. Before they did, we built a dashboard that showed that the lifetime value of 
those customers was much higher than their initial order value. Based on that data, 
they increased their allowable cost per acquisition on the funnel by just $5.

The funnel jumped from 15 to 315 sales per day in less than a month and that one 
funnel now brings in more than $10,000,000 per year.

They were doing everything right; they knew their numbers, tracked their COGS 
and AOV, and thought they couldn’t afford to spend more to acquire their 
customers. But factoring in LTV allowed them to justify spending just a little bit 
more, and it made all the difference for them.



It’s important, however, that you don’t view your LTV as a single average. If you 
have an average LTV of $100, that means you likely have some customers who 
spend close to $500 with you, and others who spend $20. If your COGS are $10, 
you might decide that it’s worth it to you to spend $20 to acquire your customers 
based off that $100 average; but if you do, you will be losing money on every $20 
customer who comes in.

We recommend taking a much more granular approach to LTV. 

We like to break out LTV by the source that they came from (Google, Facebook, 
Linkedin, etc). 

By looking at the lifetime value of your customers that come from each of the 
different sources, you can get a much richer picture of your customer’s journey 
than the ad networks can provide with their limited attribution windows.

This allows us to see which source produces our most valuable traffic long-term, 
and we can adjust our bids accordingly.

We also like to break down the LTV of our customers over time by cohorts.



This allows you to see trends in the value of your customers month over month. 
This helps you understand what promotions help increase the long-term value of 
your customers, and which end up hurting your bottom line. 

It also allows you to further examine the effects of your marketing efforts over time. 
For example, you can see if that educational campaign that you ran in January 
helped increase the buy-in from your customers.

Another important LTV variant that you need LTV based on the first product 
purchased. This helps you see if your loss-leaders actually bring customers back 
over time, or if they just lose and don’t lead. It also helps you understand the 
natural upsell flow that your clients would prefer to take.

Finally, it’s important to break down your LTV by discount codes. We touched 
on this earlier, but it’s important enough to bear repeating. We had a client who 
was offering free shipping to their clients because they thought that it increased 
the loyalty of those clients. We quickly found that those clients were actually less 
loyal, because they were more price-sensitive. Seeing this helped our client stop 
catering to those non-profitable customers and focus in on their more profitable, 
core clients.



ALLOWABLE COST PER 
ACQUISITION (CPA)

4

You probably saw this one coming, given how often this metric came up in most of 
the other metrics that we covered.

This metric is so valuable because of what Dan Kennedy said: “The company who 
can afford to spend more on their clients will win every time.” 

Scaling your business relies heavily on your ability to acquire new customers, and 
your ability to acquire customers relies on how much you can spend to get them. 
As we talked about when we reviewed ROI, so long as your CPA is below AOV 
(with COGS factored in), you will always be profitable.

Then we talked about how leveraging LTV can help you increase your CPA, 
allowing you to capture more customers. But it’s important that you take into 
account break-even points and allowable non-profitability timelines when 
leveraging your customer’s LTV.

Since you are taking the lifetime value of your customers into account, that means 
that you may not be profitable on day 1 of acquiring your customers. It’s important 
to understand when you can expect for those customers to become profitable; as 
well as how long you are willing to go before they become profitable.

The rule of thumb is, the longer it takes for the clients to become profitable, the 
more risk your business assumes. Make sure that you understand the risks that 
you assume before adjusting your allowable CPA.



REVENUE5

This last metric may not be earth-shattering, but it is important, especially if you 
plan to scale your business. 

You need to be able to see your revenue trends over time, and what contributed to 
those trends, both positively and negatively.

HOW TO START SCALING YOUR 
BUSINESS

Now that you know how to set your 
goals and what metrics you need to 
track in order to hit them, it should be 
easy for you to start scaling.

If you are measuring the metrics that 
we covered in our last section, you will 
quickly find the 20% of the things that 
are driving 80% of your revenue. From 
there, it’s just a matter of doubling, 
tripling, or quadrupling down on them.

The easiest way to free yourself up to start scaling is to find the 80% of things that 
aren’t worth your time and start eliminating them. We talked earlier about margins 
and how those affect your CPA. Keep in mind that the only way to increase your 
margins are to 1) increase the amount of money that you charge customers, or 2) 
decrease what you spend.

There is a famous example of increasing margins that may or may not be true: the 
story follows a toothpaste company that needs to increase their margins, but they 
know that their customers are too price-sensitive for them to increase their prices 
without losing them. 

They gather everyone together in order to figure out what they can do to boost 
their bottom line, and one employee suggests increasing the size of the opening 
on the bottle of toothpaste. The clients will use more toothpaste, causing them to 
need to purchase with an increased frequency, but they will pay the same price. 
The company gets more money from their clients without scaring anyone off.



The story has all of the trappings of an urban myth, but the message remains 
useful regardless.

One of our employees worked in the service industry before coming to work 
for Praxis. They sat in a meeting that matched the toothpaste example almost 
perfectly. The company wanted to increase their margins, but were afraid that their 
customers would leave if they increased prices. 

The company’s biggest expense, by far, was the cost of their employees; so the 
Praxis employee said that the company should just reduce the amount of time 
reserved for each service. The company performed an audit and found that they 
could reduce the time spent on each customer by 50% without sacrificing quality.

This simple tweak allowed the company to double the margins from each customer 
overnight without touching their prices.

The path to scaling is paved with efficiency. In order to be efficient, you need to 
pinpoint areas of waste in your organization, and eliminate them.

The best way to begin this process is by listing all of the organizational changes 
that you would like to make. From there, break them into feasibility quadrants, 
according to the diagram below.



The obvious place to start is with the items that are high priority and highly 
feasible. As you complete those tasks, this should free up time, energy, and money. 
This should also allow you to focus on things that were previously considered high 
priority and less feasible.

As you free yourself up to spend more time on them, they should become more 
and more feasible.

From there, the next most important thing that you can do is start automating.

If implemented properly, automation can allow one person to do the work of 10.

We had a client, The Brand Builders Group, that reached a bottleneck in their 
scaling. They were stuck running and reviewing monthly reports. It required 
multiple people to work an average of 10 hours per month in order to properly 
gather and compile the data.

We helped them automate this entire process, reducing the number of hours spent 
on reporting from 10 to 1. Automatically getting the right data and information in 
front of the right people allowed them to spend more time figuring out why the 
numbers were up or down, rather than what the numbers were. 

In addition to allowing them to rapidly scale their business, this change saved them 
tens of thousands in overhead, and allowed them to work on their business rather 
than in their business.

WHAT COMPOUND INTEREST IS TO YOUR MONEY, 
AUTOMATION IS TO YOUR TIME.



If you’d like to learn more about the BBG story, you can hear from their co-founder 
here:

The point of this guide was to help you see that the data revolution is not 
something to be feared. As with the internet revolution previously, the data 
revolution has brought with it an increase in productivity and opportunity for all of 
those who care to take advantage of it.

Our goal here was to help you see that with the proper application of data, 
scalability is well within the reach of every business. By tracking and combining the 
datasets outlined in this guide, you can quickly find the opportunities that will help 
your business successfully scale.

Praxis Metrics is here to help you scale, regardless of where you fall on your 
data journey, and help guide you throughout your 10X journey. We have helped 
hundreds of businesses just like yours achieve scale.

If you struggle with tracking, we have a multitude of blog posts on the subject, as 
well as courses to help walk you through the process of cleaning your data.

VISIT THE PRAXIS BLOG JOIN OUR COURSES

https://praxismetrics.com/blog/
https://praxismetrics.com/tracking-courses/
https://praxismetrics.com/blog/
https://praxismetrics.com/tracking-courses/
https://youtu.be/jqSpLjcKips


For those who need a done-for-you solution, we have tracking experts on hand to 
help you clean up your data.

If you already have your tracking in order and need to gain more advanced insights 
from your data, our pre-built dashboards begin with the end in mind. We extracted 
the metrics in these dashboards from hundreds of successful implementations with 
other companies and interviewed experts playing at the top of their game in order 
to handcraft the ultimate dashboard for ecommerce and digital product teams!

If you’re looking for custom insights that aren’t covered by any of our pre-built 
dashboards, that’s not a problem; initially, Praxis Metrics only created custom 
dashboards for companies. Because of this experience, we can build almost 
anything that you can imagine.

GET TRACKING HELP CHECK OUT THE DASHBOARDS

Email:  contact@praxismetrics.com 

Phone:  562-261-3831 

Website:  praxismetrics.com

https://praxismetrics.com/google-analytics-audit/
https://praxismetrics.com/dashboards/ltv-dashboards/
https://praxismetrics.com/dashboards/custom-dashboards/
https://praxismetrics.com/dashboards/custom-dashboards/
https://praxismetrics.com/google-analytics-audit/
https://praxismetrics.com/dashboards/ltv-dashboards/
mailto:contact@praxismetrics.com
http://praxismetrics.com

