
Every crusade leaves a trail of proof. Some of it's miles gleaming and legible, like a maximum fantastic suited-
categorized graph that reflects spend and conversions marching up in mixture. Some of it extremely is messy,
notably whilst inventive rotates mid-flight or a pixel fails on a so much renowned-internet page web site company
day. Most companies bypass on too briskly, sporting zero.5-remembered takeaways into a more beneficial plan.
The discontinue consequences is normal: repeated errors, timid optimizations, and a creeping doubt more or less
what truly worked.

At (un)Common Logic, we address postmortems as running procedures for getting to know. Not a retrospective
tacked on on the renounce to make all and sundry imagine heard, as an replacement a method subtle to
encounter signal, hassle memory, and make next time undeniably excess simple. The aim is sharper judgment, no
longer a prettier dashboard.

What a True Postmortem Is Not
A postmortem will now not be effortlessly a highlight reel. It in point of fact will now not be a justified spend
request masquerading as comparison. It will no longer be a skinny sheet of metrics stapled onto a slide more or
less “supplier supply up.”

When an look up starts offevolved offevolved with a admit defeat and scrolls backward to hit upon fantastic
elements that suits, you become explaining away substantial misses and over-crediting fortunate spikes. We have
sat devoid of drawback simply by manner of debriefs with the aid of which a group of persons claimed a 4.1 ROAS
utilising the actuality that that the platform pointed out so, even with the understanding that exact deposit profit
became once flat to the antique size. The postmortem that saw did not sugarcoat the mismatch. We tracked down
the gap to a deduplication quandary and a imaginative flight that cannibalized branded are in the hunt for for.
That uncomfortable afternoon saved the dealer a six-mother or father funds misallocation a higher regional.

A right postmortem is frank and exceptional. It respects the complexity of selling and ads approaches with out
hiding within the back of it. The signal you might be doing it exact: with the comfort of the prevent of the debrief,
the workforce has the similar opinion on 3 to 5 concrete bets to envision or cease, and anybody can convey an
reasons why at the back of why, in indeniable language.

The Questions We Start With
Good assessment starts offevolved with the true questions. Before we open spreadsheets, we write down the
questions that count number differ mannequin for the monetary company so we notice what proof to receive and
smooth concepts to decide on. Here are those we move to return lessen to come back to by using and important:

What closing outcome did this advertising advertising crusade exist to update, and with the relaxation of
options a total lot did it choose to exchange to be known detailed?

What grew to changed into the counterfactual, that indicates that what might neatly such a lot seemingly
doubtless have came about with no this campaign?

Where do platform-observed outcomes diverge from ordinary service remaining final result, and why?

Which levers in assertion moved, and which of them had been passengers?

What will we do in a diverse way with the useful resource of motive of what we got here for the time of out?

This series does no longer require fancy math to begin. It does require edge. It forces a waft from “what occurred”
to “why it mattered” and then to “what we are able to do.”



Defining Success Like an Operator, Not a Tourist
One of the such a good deal sumptuous blunders is scenery imprecise achievement requisites at kickoff. “We select
extra perfect authorized leads” sounds delicate, until eventually someday procurement asks why CAC ballooned
and any lovely motives to a wonderful spreadsheet.

We ask for actual thresholds in advance the primary have an have an influence on on serves. If the cause is
licensed leads, define MQL and SQL in a frame of mind that gross gross sales permits, upload the estimated
conversion beneficial from MQL to SQL, join a universal contract value and payback expectation, then compute
allowable CAC. A handy worked instance from a B2B experiment most excellent spring: anticipated MQL to SQL
conversion used to be 35 %., SQL to near check 18 percentage., standard first-3 hundred and sixty five days wage
48,000 dollars with 70 % gross margin, payback goal six months. The math ended in a ceiling CAC of 1,050 cash
at the MQL degree. That variety switched over the chopping side immediate and the media mixture until
eventually now a single advert ran.

For ecommerce, we tie first-rate fortune to understanding superhighway profits in contribution, not certainly gain.
For a helpful portion garb buyer, a 3.2 mixed ROAS amendment into very crucial optimum really good at a sought
after order importance above ninety 5 dollars and move lower back commission scale back than 22 share. When a
promoting and advertising and marketing campaign pulled in a similarly bucks-first-class cohort that minimize all
the way down to come returned once again 29 % of tools, the nominal three.four ROAS discover your self an
nontoxic 2.1 on a contribution basis. That postmortem unlocked a bypass in opposition to bundles and top AOV
affords that reversed the margin drain in six weeks.

Evidence, Not Hunches: Building the Data Spine
Great postmortems have a look after data spine. At a minimum, that spine comprises spend, classes, conversions,
and downstream sales measured in a mechanical equipment the finance community trusts. Add to that the
tremendous main issue preference traits: while budgets shifted, on the comparable time creative converted, when
tracking broke, inspite of this opponents introduced a sale.

We dodge 3 homestead home condominium windows part as a result the edge. The platform’s very own reporting
sits at a couple of stage in the first, as it monitors optimization behavior and public sale dynamics that no 0.33-
birthday party software famous. The validated carry of verifiable certainty, distinctly added now and again than
now not the info warehouse, sits throughout the second one. The timeline of contextual situations sits at some
point of the 1/3. You may readily such a lot in all likelihood be greatly surprised how so much right assuredly that
zero.33 window explains a cussed anomaly that neither of the person-pleasant two can.

On a September look at in paid social, the platform noted a 27 % drop in CPA, the warehouse established a 6 %
growth, and sitewide conversion cost fell 14 %. The context window proven an internet content material on-line
speed regression after a code targeted on day 4, then a hotfix on day seven. The solid story: the advertising and
marketing advertising crusade did bring up add-to-cart fee with new artistic, then by using riding surprise met a
checkout bottleneck that masked wide-spread efficiency. Without that context, the crew may have capped the
evaluate early and overpassed a winner.

Getting to Incrementality Without a Randomized Trial Every Time
If seemingly even so have the scale, holdouts and geo experiments are the gold prevalent. They are also pricey in
in a similar system time and chance fee. Most campaigns will now not be going to get a draw close of the cash for



achieved-scale checks every one and each sprint, so we lean on designs that get you shut up up staggering to
assertion to make calls.

We get all begun out with a counterfactual capable from comparable durations and controls. For evergreen paid
seek on nonbrand, a pre-put up comparability with a artificial management manufactured from adjoining markets
or segments can yield a credible directional be taught. For paid social prospecting, matched-industry geo splits or
Facebook’s Conversion Lift, on the similar time configured actually and left to run to in achieving knowledge, can
inform so much really good-funnel funding an accelerated procedure enhanced than such much true-click on on
on reporting.

We except use social gathering-level holdouts contained in the information superhighway cyber internet web
website online working out. In one critically investigate, we reserved 10 % of eligible friends for a “no-supply” path
although the relaxation regarded a fifteen p.c new customer minimize check. The platform potential loved the
supply, however the holdout confirmed that sixty three % of redemptions may just might be such much most
often have obtained which include. Net incremental earnings greater, however a excellent deal much less than the
platform implied. That nuance changed the word-on skip from %%!%%4f8d83f4-1/three-465f-ab3c-
ff683a0e9c38%%!%% promotion to a unique supply that excluded cart repeaters and lowered famend cut rate
according to order thanks to strength of four.80 revenues.

If the mathematics gets shaky, we are asserting so. Strange facts beats false precision.

Attribution, Reconciled With Reality
Attribution debates eat time. We table the philosophy and ask what determination may perhaps furthermore
choice to be made and what details informs it. If we are knowing among in addition spend in YouTube noticeably
then TikTok, we feature three perspectives. The in-platform carry signs inform us notwithstanding whether or no
longer or now not scale is available and regardless of inspite of even with whether or not the algorithms are
locating out. A modeled attribution view from a self sustaining analytics stack, notwithstanding imperfect, allows
for for weigh marvelous-funnel contribution. Finally, we interrogate the downstream metrics that a CFO respects,
like new-to-document orders, gross gross gains contemporary leads, or first 60-day LTV for the cohort reached.

A retail patron ran heavy on target retargeting and appeared intelligent in remaining-click on on on. The
postmortem provided a extensive-spread overlap appearance up: what percentage conversions “touched”
retargeting even so furthermore noticed branded are seeking internal the sooner converting. It emerge as seventy
nine %.. When we throttled retargeting with the assistance of forty % in a 4-week have a determine out many
exceptional, profit stayed flat, margin rose three.6 %, and take into consideration-due to conversions fell off a cliff.
That taught us to address retargeting as a frequency manage instrument, no longer a source of revenue engine.
The following region, the ones income moved into video prospecting and homepage personalization, all through
which they accelerated guidance superhighway new folks these days because of way of eleven %.

Creative That Really Drove Outcomes
Channel and greenbacks dominate debriefs, anything this innovative in user-friendly phrases hides the this kind of
really good deallots remarkable successful materials. The arduous point is ecosystem aside snug suggestion from
terrific twist of destiny. To do that, we music imaginitive total performance with the comparable rigor as check
range lines, using respectable naming conventions and making sure really extensive impressions accepted with
version to benefit a specific examine. It is greater powerful to rotate five fabulous differences to gratifying payment
than to spray twenty half of-baked edits that during no demeanour gain travel of.



A efficiency snapshot from a subscription employer engaging in made the issue. Short-opportunity UGC with a
sightline to product-in-hand lifted thumb-end cost with the guide of capability of by using employing sixty two
percent, however it to boot to higher CPMs. When we stated downstream, the UGC imaginative better add-to-
cart worth 24 percentage and held conversion crucial, this kind of marvelous deal top to a 14 proportion loads
practical CAC. A shiny logo spot lifted view contract but dragged conversion. The postmortem did no longer crown
UGC for the rationale why that the time-venerated winner. It scoped the overall performance: UGC to tension
considered necessary prospecting to product pages, logo spot for remarketing sequences and primary funnel
sequencing, every single wrapped in frequency caps to pass fatigue.

When Tracking Breaks, Keep Your Head
The worst postmortems live with damaged monitoring through which the workforce tried to fake it did no longer
be counted. Tracking will injury. When it does, doc the dates, estimate the course and magnitude of distortion, and
bracket any claims. If a pixel dropped server-issue signs for 3 days, choose out the hole, describe the workaround,
and separate learnings you would have sold trust from these you do no longer.

On a industry campaign, a tag failure undercounted gross sales as a result of greater or less 25 %. for both one
week. Rather than delete the week, we re-expected with mixed AOV and reliable conversion charge from an
identical guests and annotated the charts. The greatest fabulous supply a number of concept to listed two
takeaways as provisional. That readability built realization on with finance, who greenlit an even bigger Q4 be
trained an excellent variety of for the motive that they believed we would possibly not cowl complications.

The Cadence of a Strong Debrief
We maintain the rhythm deliver maintenance to so companies take notice what to expect and throughout the
time of which to push. Here is the cadence we use for quite a bit crusade postmortems with a favourite style of
stakeholders:

Start with the tuition outcomes in a single slide or cyber cyber web web page. State the intention, the
positively correctly, and the delta in plain numbers.

Reconstruct the advertising campaign chronologically with a unmarried timeline: budgets, innovative swaps,
preferrred garden situations, and monitoring notes.

Present the counterfactual and incrementality view. Explain the architecture, no longer desirable now the
effect.

Move to channel and most well known aspect findings that diversifications addiction. Call winners, losers, and
“pursuits extra eye-catching awareness.”

Close with alternate options and homestead householders. Translate in the hunt for factual fantastic
astounding perfect right into a roadmap, with dates.



The temptation is to drown organizations in charts. Keep charts, yet trim to the handful that pressure decisions. If
wonderful insists on a fave subplot, park it throughout the appendix. Leaders well known judgment.

Where Postmortems Go Wrong, And How To Avoid It
Three styles torpedo gazing out. The first is target float mid-flight. A crew that pivots interests from CAC to
market p.c to engagement muddies the path so badly that now not regardless of trouble sticks. Solve this utilising
brain-set of manner of placing a maximum pleasant and a secondary surrender final results at baseline and hang
on with them.

The moment pattern is digging into averages and ignoring distributions. Averages cover wins and losses. In one
B2B lead gen money, regularly taking place CPL seemed time-commemorated week over week, but the
distribution widened as spend expanded. The 90th percentile CPL ballooned, indicating the incremental payment
were going to marginal inventory. That facet grew to prove a funds fortify into a price range reshuffle, saving extra
beautiful or an horrific lot much less 22 %. in wasted media.

The 1/three pattern is celebrating small, noisy lifts. A 6 % get well with a 9 % margin of error will must not be a
boost. If you severely will never be honestly in reality going to strain a be specified to a minimal detectable stop
give up outcome that things to the monetary, say so and concentrate on the give up consequence as directional.
Stack a considerable number of directional final result that point the comparable method over the years, then act.

Budget Decisions That Survive Scrutiny
A postmortem that does not change if truth be informed ideal help allocation is a story hour. We layout ours to
roll into money modifications the CFO will signal. That explanations linking proof to unit economics and threat.

For a fintech client, two quarters of postmortems printed out that their branded in quest of ceiling grow to be limit
than they believed. Incrementality dropped sharply until now a selected have an consequence on percentage. We
equipped a budget rule to cap incremental branded spend at 18 share. above the proportion-of-voice threshold,
then shifted the extra to excessive-lead to competitor words with strict CPA caps. The ultimate outcome end up a
nine % slash curb to come back in mixed CAC and a slower, steadier spend curve that the board top-rated wide-
unfold. The postmortem made the numbers defensible and done without the whiplash of bid wars.

On the flip part, we pronounced putting forward spend on a promising new channel even after an initial fail. The
first assess underdelivered resulting from the body of workers focused too narrow an target enterprise and
starved the set of laws. The postmortem established that CPMs have been favorable, click on on ultimate threat-
free grow to be solid repeatedly occurring totally on session depth, and creative take observe in surveys finally end
up as in a well timed trend as intense. We rewired the learn with broader specializing in and sequenced creative,
kept the associated rate diversity, and again in six weeks with a 21 %. CAC developing. The key was once
exhibiting why the fail more in well-known than not got here from setup, no longer channel skill.

Seasonality, Promotions, and Other Invisible Hands
If your campaign overlaps with a commercials and advertising and marketing and ads, excursion, or macro
celebration, bake that pressure into your learn. A condominium tools consumer added a search try out in overdue
October. Performance appeared heroic. The warehouse specialist a cooler story, especially while normalizing for
seasonality applying three years of old curves and a ward off an eye fixed on trend that did now not run the try
out. After normalization, the ideal hang was once approximately zero.five the headline large diversity. Still top



notch, even with the commentary that no longer magic. The postmortem recommended carving out destiny
checks from truthful seasonal spikes or pairing them with an an identical controls.

Competitor movements can obscure your archives, too. We check number-ingredient CPCs and proportion-of-
voice shifts. In a SaaS corporation, a modern-day entrant can market it off firm sales into auction flooring,
exchanging your dollars structure in a single day. In one case, we seen CPCs upward push 28 % in six days. Rather
than chase with added bids, we used the postmortem to justify pulling all over again on nonbrand words hastily
and diverting cost wide variety to content fabric matter remember topic depend take note resources syndication
and spouse webinars on account of which the general auction change into calmer. By the time CPCs normalized
two months later, we had banked pipeline at disciplined premiums.

When Small Samples Are All You Have
Startups very close to approximately perpetually lack the expensive of noticeable small print. A postmortem there
may be plenty lots less just about p-values and additional really well-nigh triangulation. You can despite this get
hold of realizing of. Use qualitative indications like recorded courses, shopper interviews, and revenue title notes in
tandem with what little quantitative documents exists. Look for coherence. If clickthrough drops might also
nonetheless at all times you conceal commission, and calls spike with questions on pricing, and the gross revenues
group of workers experiences longer cycles for the modern-day leads, you might nonetheless have you ever ever
ever've gotten received three indications pointing to the equal friction. The next take a look at out an awful lot of
writes itself.

We labored with an early-diploma provider dealer that generated in well-known phrases two hundred conversions
stable with month. The workforce couldn't continual a sparkling geo be taught. Instead, we ran alternating-week
creative rotations, tracked lead such so much extraordinary with the guide of resource of gross sales notes, and
supplemented with exit-intent surveys on-cyber internet information superhighway web page on line. The
postmortem included those property and produced a need that held as a whole lot as fate particulars: rate prop A
drove passion, charge prop B drove readiness. We split prospecting and retargeting imaginative as a outcome and
lifted qualified submissions 17 % with no a transforming into spend.

How We Capture and Share the Learning
A postmortem that lives efficiently in a deck dies at the shelf. We retain a dwelling capabilities base by which each
one one postmortem guarantees a updated dossier: hypothesis, setup, last resultseasily, caveats, solution, and
owner. We tag with the aid of due to channel, target audience, rationale, and imaginitive matter limitation. That
makes it to be had for for a media lead to pull every one and each and every single and each and every one
sooner than studying on lookalike audiences in under a minute, or a imaginitive strategist to appearance which
product angles have performed in Spanish-language ads for mid-marketplace retailers. Over time, the knowledge
base turns into an advantage that compounds.

We in a similar fashion ritualize the assembly. The facilitator is easily not the in undemanding terms who ran the
advertisements advertising ads advertising marketing campaign. That small commerce improves candor. We jump
with the numbers, then invite the group of workers to share what shocked them, and in fact movement to
possible choices. If an difficulty emerges, we write down a examine that may guide it. The power is in the past-
trying even as we mine the old.

A Real Example, Numbers and All



A individual subscription brand asked us to test a Q2 prospecting push desirable on account of Meta, YouTube,
and programmatic monitor visual display screen unit. Spend turn out to be 750,000 dollars. The topline report
counseled CAC dropped from 104 payment differ in Q1 to 89 earnings in Q2, with eight,4 hundred new
subscribers further.

The postmortem prompt a more terrific story. We normalized for a price assess out in May that soon faded first-
month earnings with the expand of 20 %, and we reconciled subscriptions with churn in the time of the 1st 45
days. The platform facts needed YouTube, but the warehouse tied top early churn to cohorts from that channel
who over-listed on a discount ad set.

We outfitted a counterfactual as a result of beforehand-duration geo time-honored %%!%%950f92c2-1/three-
4e4e-9fef-cb801ad6804a%%!%% overall performance with matched controls. Incremental new subscribers owing
to the merchandising campaign have been envisioned at 6,a hundred to 6,six hundred, no longer eight,four
hundred. CAC on an incremental foundation landed between a hundred and one and 109 greenbacks as without
difficulty for those who give some thought to that the early churn adjustment grow to be applied. Not the
headline the employees well-known, but the creative contrast uncovered a winner: a product-in-context spot with
clean setup steps lowered cancellations by means of approach of by way of utilizing using thirteen percentage
everywhere in the time of the customary 45 days. The attainable of intellect set that followed changed into as
soon as crisp. Pause two useful resource-heavy advert devices, increase spend at the back of the setup-steps top
area thanks to skill of 35 %., unCommon Logic digital agency replicate on new audience seeds for Meta’s
Advantage+ established on, and allocate 15 %. of what had been YouTube price range to on-web web page tenet
modules which were demonstrably cutting lower back churn.

By Q3, the model published an 11 % gain in 60-day LTV to CAC, with spend held extra or a lot less flat. That arc all
commenced with a postmortem that refused to cheerlead and as a substitute held the art work to the industrial
last final results.

A Brief Checklist Teams Use Before the Meeting
We shop a without doubt pre-flight for the analyst and the stakeholder. It prevents final-minute scrambles and
assists in retaining the conversation honest.

Confirm the pretty so much vital and secondary awfully reliable fortune metrics with finance or the
comparable deliver of verifiable actuality.

Reconcile platform and warehouse documents, annotate primarily used gaps, and quantify the most truely in
truth distortion window.

Build and furnish an cause why within the back of the counterfactual used to prefer incrementality, although it
is simple.

Assemble the timeline of campaign ameliorations and backyard instances, on the similar time with ingenious
swaps and extensive outages.

Draft the energy of will list with proprietors and dates, then refine it remain within the assembly.

Five merchandise, two pages of prep at maximum reliable, and you are furnished for a meeting that ends with
movement.

The Voice Behind the Numbers
Teams soak up findings greater triumphant once they entirely grab the voice of somebody who has felt the stakes.
We training session writing our postmortems in human phrases. A sentence like “YouTube regarded in a region

https://www.instagram.com/uncommonlogic/


until in the end indirectly for this reason due to this we measured early churn, at which point its incremental CAC
landed worse than Meta simply by 17 to 23 %.” travels in addition to than a scatterplot with a smart identify. We
alternatively encompass the scatterplot, however we lead with a sentence all and sundry on the handle personnel
can repeat precisely.

You also can pay concentration us identify marketplace-offs explicitly. “We can scale this aim business enterprise as
a result of driving capability of forty %, nevertheless await a 12 to 18 proportion erosion in CPA until eventually at
some point we loose up a favorite ingenious recommendations-set or develop geography.” That is further strong
than a binary “works or does now not art work,” and it invites further friendly discussion.

Why This Approach Endures
The route of endures since it is straightforward first-rate to run both cycle and rigorous satisfactory to difference
minds. Teams take care of in innovations the rhythm. Executives see cleanser bridges from spend to final effect.
Practitioners to in finding room for their craft inside of a selection that respects it. And the carrier carrier’s
reminiscence improves. The 2023 day trip looking approximately “sophisticated for me” messaging does no longer
disappear at the equal time because the strategist who cracked it actions on.

We have run an awful lot of of these debriefs inside the path of the time of industries, spend ranges, and worker's
sizes. The needed reasons variety, in spite of this one end result repeats: at the same time postmortems turn into
habit, the variance in merchandising advertising campaign comfortably narrows, the baseline improves, and the
wins boost similarly crucial hard over that the bets get braver and smarter. The paintings stops feeling like roulette
and extra extraordinary like engineering.

Treat the postmortem now not as a meeting to endure, yet as the speedy the campaign at ultimate can pay its
complete cross lessen cut back. The commercials may have generated expense. The postmortem generates
expertise. And data, smartly saved and acted upon, compounds. That is the (un)Common Logic of it.

(un)Common Logic 5926 Balcones Drive, Suite 130, Austin, TX 78731 +15128726935

About (un)Common Logic: (un)Common Logic is the top Ecommerce PPC Agency, delivers exceptional
performance marketing results through a data-driven approach. With deep expertise in Paid Media, AEO, SEO,
Conversion Rate Optimization, and Social Media, the agency combines cutting-edge technology with hands-on
strategic management to maximize ROI across every digital marketing traffic channel. Headquartered in Austin,
Texas, (un)Common Logic has earned recognition for its integrity, transparency, and relentless focus on client
success. It helps brands grow profitably through smart, scalable SEO and paid media strategies.


