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Connecting the sales team with appropriate leads is easier said than done. No matter 
what the company, no matter the size, the fundamental obstacles in the way of 
success are many:

1. Why you should know the score

• How to develop a consistent methodology to hand off quality leads to sales
• How to defi ne a scoring system that identifi es high quality leads
• How to establish parameters of scoring agreeable to sales and marketing
• How to identify the impact of content type on the business stage
• How to overcome problems with data integrity and tracking issues
• How to fi nd common cause with the often conflicting strategies of sales and marketing

Lead scoring focused on targeting various personas in the buying process is your way through 
these thickets.

Marketing has always been an extension of the dialogue between buyers and sellers. But here in the 
age of easy information access and overload, the buyer is likely to know as much as the seller. So 
the marketer faces new challenges. He needs to identify buyer preferences, content and geo market-
centric personalization to empower his end of the dialog.

A persona-based lead scoring system is the best way to classify leads based on behavior and 
demographic details.
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With the latest range of lead generation techniques in play, there’s a surge in the quantity of leads 
generated. But, validating the cost of lead generation means converting those leads into actual sales.
 
Adding to the complexities of the sales process, the normal buying cycle of a business has multiple 
stages. And in the B2B industry, decisions are made by multiple stakeholders whose needs are 
vocation-based.
 
Marketing automation helps streamline, automate and measure marketing tasks and workflows to 
increase operational effi ciency and revenue inflow.

Marketing automation moves leads from an early evaluation stage to a late stage. There are three 
processes at play:

• Lead Lifecycle: the model of how a lead journeys through your buying process
• Nurturing System: guiding the lead through the complex decisions involved in the buying process, 

providing timely information that addresses the pain points and stall points, supporting the leads’ 
slow moving journey through the process

• Lead Scoring System: identify and differentiate primary targets that have the potential to become 
the quickest converts

In a nutshell, lead scoring is the relative ranking of a prospective buyer. It is an unbiased way to 
determine which prospects are ready for more attention from your company.
 
This white paper will take you from defi nition through implementation of a persona-based lead 
scoring system.

2. Why Marketing Automation?

Because manually managing a high quantity of leads costs you money.
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The Miller-Hieman Blue Sheet of Buying Influences identifi es three primary buying influences:

• Economic Buying Influence – This person gives fi nal approval for the product or service purchase
• User Buying Influence - Those who will actually use or supervise the application of your product 

or service once it is purchased 
• Technical Buying Influence – Those responsible for ensuring that your product or service meets 

specifi cations

Based on their buying influences, different prospects exhibit different approaches.

Here’s an example: Prospect A visits your website home page, but Prospect B goes directly to your 
product page and fi lls in a form.

By checking out your product and fi lling out a form, Prospect B has displayed more interest than 
Prospect A.

The “body language” on display between the two couldn’t be more different. With persona-based lead 
scoring -- depending on the persona prospect B belongs to -- you score prospect B higher.
 
Behavior can be used to identify or predict the kind of information the buyer would look for.

2.1  Persona-based Lead Scoring Defi ned

2.2  The Elements of Persona-based Lead Scoring

• Demographic Details: age, name, job role, company size, industry etc. (company/
fi rmographic details)

• Web-site Activities: form fi lls, downloads, event registrations and attendance, page views, 
fi le downloads, email clicks, site searches etc.

Persona-based lead scoring: The system of assigning scores to a lead based on 
specifi c buyer behavior mapped out by the brand.

A lead’s persona-based score doesn’t materialize out of thin air. There are a few decisive 
elements to consider.

Start with a comprehensive plan that defi nes the criteria that establishes a lead’s persona-based 
score. For example, a lead could be scored on these parameters:

Identifying the lead “fi t” categories is equally crucial. There are two “fi t” categories, explicit and implicit.

http://www.millerheiman.com/Knowledge_Center/Knowledge_Center_Articles/Alumni_Materials/Blue_Sheet_Buying_Influences/
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(a)  Explicit

Explicit lead scoring relies on declarations of 
demographic data that shape a profi le. BANT (Budget, 
Authority, Needs, and Timeline) components, largely 
explicit in nature, depend on self declaration. So they are 
limited by the lead’s perceived need for anonymity.
 
In the early stages of the buying process, most leads 
prefer anonymity. That changes as trust develops in 
the relationship with the seller. So the lead is likely to 
underplay or overplay the BANT factors at any given time 
in the cycle, resulting in their recording inaccurate and/or 
incomplete data about themselves.

Explicit lead scoring has three scoring categories 
within itself:

• Individual demographic parameters (title, role, 
specializations etc.)

• Company demographic parameters (revenue, 
location, industry etc.)

• Relationship parameters (account type, lead source, previous relationship etc.)

(b)  Implicit

Implicit lead scoring relies on behavioral activities such as visits to product pages, thought leadership 
articles and others, which are generally segmented into early, mid and late stage content.
 
Requested content suggests the lead’s interest and buying stage and by classifying the lead based on 
this information, it’s possible to edge them into the appropriate buyer journey path.
 
A detailed list of these parameters that defi ne Explicit and Implicit is available in Marketo’s Lead 
Scoring Guide.

Complete the form to get
your complimentary copy now

First Name*

Last Name*

Title*

Business Email*

Phone*

Company Name*

Website*

Download Now

Your information will be kept confi dential and will not be 
sold to any third party

http://docs.cdn.marketo.com/Marketo-DefGuideLeadScoring.pdf?v2%20
http://docs.cdn.marketo.com/Marketo-DefGuideLeadScoring.pdf?v2%20
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By scoring leads based on their personas, marketers build a more effi cient and meaningful 
sales funnel in a way that’s both effective and economical.

3. Benefi ts of Persona-based Lead Scoring

3.1  Email Marketing Campaigns

Persona-based lead scoring targets each lead with personalized content suitable for their 
buyer persona. Ideally, the scoring system should have designated content for each scoring 
threshold (read more about scoring thresholds in later pages). When a lead achieves a 

certain score, target that lead with content-specifi c emails assigned to that level. This eliminates the 
possibility of sending pointless emails.

For example, if a score suggests a lead that has matured into the next buying stage, target the lead 
with email content that increases their interest. If a lead has requested a product demo, email them 
with offers about your product.

3.2  Generation of Qualifi ed Leads

B2B marketers cite the ability to generate more and better qualifi ed leads as the #1 benefi t 
of marketing automation. (Pepper Global, Marketing Automation Trends Report 2014)

 
Persona-based lead scoring facilitates targeted communication linked to the user’s interest, and 
that increases clicks and leads. CTAs that don’t accurately describe the pages they take viewers to 
will confuse your leads. But persona-based lead scoring comes to your rescue. With your knowledge 
of lead preferences, you can design CTAs accordingly. Directing your campaigns to target people’s 
preferences is the key factor in acquiring qualifi ed leads.

Persona-based lead scoring helps you understand how a lead interacts with every step of 
your buying cycle. Modify the cycle by identifying those areas you need to target. Focus on 
the steps that work best for you. Knowing essential details about a lead gives you a window 

into their buying process.

3.3  Accelerating the Buying Process

The rate at which prospects move in the buying cycle, making important decisions that take them 
closer to the fi nal purchase, helps you determine their willingness to buy.

http://pepperglobal.com/en/2014/01/28/marketing-automation-trends-report-2014/
http://blogs.position2.com/infographic-b2b-buying-process
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3.4  Improved Lead Targeting and Nurturing

Anonymous leads often seem like a dead end. They visit the website, consume content 
and you end up with zero information on them. Placing codes on your website helps 
track anonymous leads and gather behavioral data about them as they engage in on-site 

activities. They leave footprints.
 
Persona-based lead scoring utilizes this data. By using the behavioral data from the tracking code, you 
see their on-site behavior and can score them accordingly. Once the lead declares their identity – and 
since you already know their on-site behavior - target them with content that fi ts their persona. This 
will speed up and refi ne lead communication and nurturing.

3.5  Increasing the Effi ciency of the Sales Team

According to a recent survey, 43% of B2B companies indicate that sales cycles have 
lengthened over the past three years.

Long sales cycles take more of your sales team’s time to close deals and consume more of your 
company’s resources. Persona-based lead scoring makes your sales team more effi cient due to lead 
qualifi cation and prioritization.

Persona-based lead scoring enables more accurate targeting of lead nurturing campaigns. Sales 
addresses a larger percentage of sales ready leads. And that improves the overall productivity of the 
sales team. Because everyone wants their unique needs to be considered, these leads have higher 
conversion possibilities.
 
It’s an industry rule of thumb: a decrease of 15% in sales cycle length contributes to a 30% increase 
in revenue.

http://www.marketingprofs.com/charts/2013/10556/b2bs-struggling-with-online-marketing-mix-sales-cycle-gets-longer
http://blog.marketo.com/2011/03/here-are-my-secret-methods-for-turning-marketing-leads-into-qualified-sales-leads.html
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If you already have a scoring system in place, clean up your database and bring your 
scoring system to an average before you jump into persona-based lead scoring. 
Analyze your customer database to fi nd the ideal customer profi le and then build the 
segmentation structure. Develop key player maps and the decision hierarchy in the 

typical target organization.

Impact of Persona-based Lead Scoring on 
Lead Nurturing and Conversions

Companies that implement persona-based lead scoring see an ROI of 138% compared to 
the 78% of companies that don’t score leads. (MarketingSherpa)
 

 With the more precise insight into a lead’s preferences provided by persona-based lead scoring, you 
can assign content and email themes that resonate with the lead’s needs and likes.
 
A solid persona-based lead scoring strategy as a fi rst step towards a well established nurturing plan 
can help defi ne the next level of engagement with each lead and result in higher future conversions.

5. Implementing Persona-based Lead Scoring

With your sales team on board, discuss and establish your criteria for defi ning a qualifi ed sales 
lead. Enrich your data store with competencies like lead tracking. Collect lead data progressively, 
over multiple visits. Capture multiple lead scores, e.g. a numerical score and a relative score that is 
indicative of lead status.

Here are some more key factors you need to consider while implementing persona-based lead scoring:

5.1  Have Your Buyer Personas in Place

• Defi ne lead industry and role
• Defi ne lead demographic details
• Learn lead’s business objectives
• Defi ne your value proposition for each lead persona
• Categorize lead personality type

4.

Complete this task before considering persona-based lead scoring. Establish personas 
for your buyers by focusing on important explicit data:

http://sherpablog.marketingsherpa.com/b2b-marketing/lead-gen/lead-scoring-tips/
http://blogs.position2.com/checklist-to-develop-user-personas-for-your-website
http://blogs.position2.com/checklist-to-develop-user-personas-for-your-website
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5.2  Plan Your Scoring

• Do they stay longer on products or services pages?
• Are they more interested in case studies or white papers or your research studies?
• Do they love your webinars?
• Have they abandoned longer forms?

These vital clues help build out a scoring threshold for each buyer type. Knowing a lead’s behavior on 
your site gives you insight into what led them to you: their interests, needs, their motivating factors.

For example, Persona A, consisting of CIOs, may be more interested in quickly glancing through 
infographics. Persona B, the marketers, may seek out detailed presentations.

• Collateral downloads
• Interest shown for products
• Inclination towards services
• Webinar/podcast/webcast registrations and attendance
• Form fi lls

These are just a few examples and you may fi nd similar footprints all over your website to tie in with 
leads. Take these behaviors into account in your persona-based lead scoring strategy.

Though it’s necessary to keep your scoring simple, you also need to establish advanced scoring 
techniques: reduce lead scores if they are inactive, put caps on lead scoring elements so that repetition 
of the same activity does not contribute to an increase in scores, etc. These contribute to fair and 
accurate lead fi ltering.

5.3  Track Buyers’ On-site Behavior

Monitor the digital footsteps of your leads when they are on your website:

Your scoring system will have content assigned to each scoring level, so keep your 
scoring simple. You need to build scores for the assets you are using to clean out old 
content. You also need to factor in behavior such as:
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Score leads depending on their interest levels. For example, fi x a score number for a lead who 
downloads your case studies. Determine a higher score for the same lead if they register for 
a webinar that is on the same topic.

Detect patterns in a lead’s interests and score them accordingly.

5.4  Assign Scores based on Personalized Interest Levels

Implicit buying signals are behavioral activities, or online body language:
• Number of page views
• Time spent on each page
• Email clicks
• Site searches
• Viewing your company executives’ social profi les
• Collateral downloads and repeated engagement with content

5.5  Consider Implicit Data

Explicit signals may be an obvious factor in determining lead score. Focusing on 
implicit data is also critical to developing and implementing a comprehensive and 
balanced persona-based lead scoring system.

A scoring threshold triggers certain actions assigned to each lead scored above a 
certain number. Scoring thresholds help determine sales-ready leads. Establish realistic 
scoring thresholds. It ensures that leads have been appropriately scored based on the 
engagement levels they have reached.

5.6  Setting up Scoring Thresholds
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Here are the key highlights from this paper:

• Persona-based lead scoring is here to stay…and it will continue to grow, fueled by a rising need for 
personalized targeting/retargeting

• Establishing buyer personas is imperative to building a persona-based lead scoring structure

• Plan your persona-based scoring strategy based on established checklists, fi t categories, content 
assets, marketing goals, industry, lead database size etc.

• Track your leads’ on-site behavior

• Always score leads depending on each lead’s personal interest level

• Factor in both explicit and implicit scoring signals

• Determine your persona-based scoring thresholds

6. Key Takeaways
Persona-based lead scoring may seem like an overwhelming task at fi rst. It gets better with 
time. The benefi ts are many and, more importantly, long-term. So it’s well worth the effort.

http://blogs.position2.com/personalized-marketing-how-personal-should-you-get
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Persona-based lead scoring, as an intrinsic element in marketing automation, will impact:

• Email marketing campaigns
• Generation of qualifi ed leads
• Acceleration of the buying process
• Improved lead targeting and nurturing
• Increasing the effi ciency of the sales team

You may choose to implement a marketing automation platform either in-house or via an 
external agency.

Agencies have accumulated experience working with diverse companies, and that can help you 
establish a rewarding, yet reasonable marketing automation strategy. An in-house team knows your 
company best, but an agency offers broad insights based on deep experience.

Authors
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7. Conclusion
Persona-based lead scoring empowers enhanced targeting and encourages more 
personalized communication.

http://blogs.position2.com/snapping-up-leads-through-your-business-blog
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Position2 is a leading Search, Social Media and Digital marketing fi rm that delivers continuous growth 
for its customers through its proprietary ‘Surround and Intent Marketing’ methodology.

The company’s adaptive search technology solution is customizable to evolving marketing needs, and 
delivers integrated search and social media marketing that engages prospects at multiple touch points 
in the online environment. This results in measurably improved marketing performance.

Position2 offers a suite of products that ensure that you get the maximum value for every dollar 
you allocate to your online marketing budget. Each one of our products works in complete synergy 
enabling you to formulate marketing strategies that deliver on time, every time thus optimizing returns 
on your marketing spend.
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