Module 4. Measuring the impact
of digital strategy: KPls and
business value

Introduction: why measurement matters in digital strategy

Digital strategy in sports is no longer just about launching mobile apps, increasing
follower counts, or streaming matches. In a digitally transformed environment, what
truly sets leading organizations apart is their ability to measure, understand, and act
upon the value their digital initiatives create. The shift from intuition to
evidence-based decision-making has elevated digital performance metrics into
core strategic tools, directly influencing leadership decisions, investment priorities,
and long-term competitive advantage.

In this context, key performance indicators (KPIs) serve as the crucial link
between vision and execution. They provide a structured lens through which clubs,
leagues, and federations can track fan engagement, commercial growth, platform
effectiveness, and brand impact.

However, measuring digital performance isn’t just about collecting numbers, it's
about knowing what to measure, why it matters, and how to translate insights
into action (KPMG, 2022).

Too often, organizations fall into the trap of focusing on vanity metrics, numbers that
may look impressive but offer little strategic insight. A spike in followers or page
views may suggest visibility, but it doesn’t necessarily mean loyalty, revenue, or
brand affinity. Without a thoughtful measurement framework, even well-resourced
digital strategies can become misaligned, fail to scale, or lose organizational
relevance (McKinsey and Company, 2020).

In the sports industry, where storytelling, community, and passion drive engagement,
the ability to connect digital efforts to tangible business outcomes is becoming a
decisive capability. Clubs like Real Madrid and Manchester United have evolved their
digital departments into performance-driven engines, using KPIs to optimize fan
journeys, content delivery, and sponsorship value (Real Madrid, 2023; HCL
Technologies, 2022). The result isn’t just better reporting, it's smarter strategy, faster
iteration, and deeper audience understanding.

This reading explores how sports organizations can build robust measurement
systems that support their digital strategy. It will cover different types of KPlIs, their
connection to broader business goals, the tools and data platforms required, and
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how to avoid the common pitfalls of digital measurement. Ultimately, it offers a
blueprint for creating a digital strategy that not only inspires, but delivers
measurable impact.

Types of KPlIs in a sports digital strategy
Introduction

To effectively evaluate the performance of a digital strategy, sports organizations
must define the right metrics and categorize them properly. Digital key
performance indicators (KPIs) come in many forms, each reflecting a specific stage
of the customer journey or area of strategic focus. From expanding global reach to
deepening fan loyalty and driving revenue, every digital initiative must be supported
by measurable indicators tied to business value.

KPI categories: reach, engagement, conversion, retention, and monetization

A commonly used framework divides digital KPIs into five strategic categories.

Table 1. Strategic categories of digital KPls

Reach Measure visibility and Social media impressions,
audience growth website visitors

Engagement Assess depth of interaction  |Time on site, app usage,
with content content shares

Conversion Evaluate goal completion or [Ticket sales, newsletter
action-taking sign-ups, event RSVPs

Retention Track loyalty and repeat App return rate, email open
Behaviors rate, membership renewals

Monetization Link activity to commercialAverage order value, ARPU
results (average revenue per user),

digital sponsorship revenue

Source: own elaboration.

This structured approach helps digital and commercial teams collaborate on setting
SMART (specific, measurable, achievable, relevant, and time-bound) targets aligned
to both short- term tactics and long-term strategy (Salesforce, 2023).



Leading vs. lagging indicators

It is also useful to differentiate between leading indicators, which suggest future
outcomes, and lagging indicators, which report on past performance.

e Leading KPIs: early signs of success (e.g., app installs, social
shares, CRM sign-ups).

e Lagging KPIs: confirmed outcomes (e.g., revenue generated, churn
rate, merchandise purchases).

By balancing both, organizations can respond early to performance trends while
ensuring they remain focused on strategic business impact (McKinsey and
Company, 2021).

Examples from the sports industry

Real Madrid uses app engagement and content personalization metrics to monitor
fan behavior across global regions. These feed into a broader KPI dashboard that
connects to online merchandise sales and OTT subscriptions (Real Madrid, 2023).

Liverpool FC tracks fan engagement across platforms like Facebook, YouTube, and
its official site. But it also uses conversion KPIs (like digital ticket sales and CRM
enrichment) to link marketing efforts with business growth (Liverpool FC, 2023).

City Football Group uses a centralized analytics team to provide real-time insights
across its global club network, tracking retention and monetization KPIs in regional
markets to tailor digital experiences and offers (City Football Group, 2023).

Caution: one metric doesn’t fit all

Not every KPI is relevant for every team or project. A successful digital strategy will
include

role-specific KPI frameworks for marketing, ticketing, content, CRM, and
commercial teams, ensuring that all stakeholders are aligned on what “success”
really means.

Connecting KPIs to business objectives



Introduction

For a digital strategy to deliver meaningful impact, measurement must go beyond
isolated metrics. Sports organizations need to link digital KPls directly to
business goals such as fan base growth, international market expansion, brand

loyalty, and commercial monetization.

This requires intentional planning, cross-functional collaboration, and clear visibility

of how each KPI serves the broader vision.

Strategic alignment of KPlIs

Digital KPIs should not live in silos. A like-to-follow ratio on Instagram, for example,
becomes far more useful when connected to a broader campaign aimed at driving
fan engagement or merchandise sales. In modern sports organizations, performance
measurement is increasingly being aligned with strategic pillars.

Table 2. Performance measurement aligned with strategic pillars

Fan engagement

Revenue growth

Global reach

Brand loyalty

Source: own elaboration.

Average session time on club app,
comment-to-post ratio, gamification
Participation

Conversion rate from social content to
ticket/e-commerce purchases

Growth in geo-segmented followers,
multilingual app usage

Email open/click-through rates, fan survey
NPS, membership renewals

Aligning KPlIs to strategic goals ensures that every metric tracked contributes to a
bigger business narrative, not just operational reporting (Deloitte, 2023).

KPI mapping across the fan journey

A practical way to ensure strategic alignment is through KPI mapping across the
digital fan journey. This approach helps clarify how each digital touchpoint
contributes to organizational objectives. Here’s a simplified view.

Table 3. KPI mapping across the digital fan journey



Awareness Social media post Impressions, share  |Increased visibility,
rate market expansion
Interest Blog or video content [Engagement time,Brand connection,
content completion  |loyalty build-up
rate
Consideration Membership landingBounce rate, form|CRM list growth,
page completion rate remarketing
Potential
Purchase Ticket/E-commerce |Conversion rate, Direct revenue, fan
checkout abandoned cart rate |Acquisition
Advocacy Email, fan Referral clicks, Fan-driven growth,
community social shares increased LTV

Source: own elaboration.

By mapping KPIs to both customer journey stages and business outcomes,
sports organizations can gain granular visibility into what's working and where
investment is needed.

From dashboards to decision-making

The next critical step is turning measurement into decision-making insight.
High-performing clubs and leagues use real-time dashboards, often powered by
CRM, CDP, or business intelligence platforms, to provide accessible KPI visibility
for executives and teams.

For instance:

e FC Barcelona uses a KPI cascade to connect content performance to
engagement and then to monetizable touchpoints like app downloads
and merchandising (FC Barcelona, 2022).

e Juventus FC integrates website, app, and campaign data into a
unified dashboard to monitor which digital touchpoints are contributing
to fan loyalty and revenue growth (Juventus, 2021).

When teams can clearly see how KPIs ladder up to strategic impact, data becomes a
driver of organizational learning and growth, not just a reporting tool (McKinsey
and Company, 2022).



Data sources and measurement tools

Introduction

Even the most thoughtfully defined KPIs are only as valuable as the data and tools
behind them. For a digital strategy to be actionable, sports organizations must be
able to consistently collect, process, and visualize relevant data from across the fan
experience. This requires robust infrastructure, spanning both technology and data
governance, and an integrated view of the customer journey.

Core data sources in sports

Modern digital performance management in sports relies on a diverse range of
first-party and
third-party data sources. These include the following.

Table 4. Core data sources

Website and app analytics Page views, session time, device type,
conversion paths (Google Analytics)

Social media platforms Engagement, shares, reach, video
performance (Meta, TikTok, X/Twitter)

E-commerce Systems Cart behavior, AOV, product interests
(Shopify, Magento)

Streaming/OTT platforms Content consumption, completion rates,
device usage (LalLigaSportsTV)

Ticketing systems Purchase history, attendance trends,

location (SecuTix, Ticketmaster)

Email marketing platforms Openl/click rates, unsubscribe behavior,
segmentation (Mailchimp, Braze)

Source: own elaboration.
To maximize the strategic value of this data, it must be integrated into a unified view

of the fan, typically achieved through a customer data platform (CDP) or a
well-integrated CRM.



Key tools and platforms for measurement

The sports industry has increasingly adopted enterprise tools and platforms to
improve digital measurement capabilities.

Customer data platforms (CDPs): centralize fan data from multiple
touchpoints for real-time segmentation, personalization, and
campaign tracking (Salesforce, 2023).

Digital analytics platforms: Google Analytics 4, Adobe Analytics or
Mixpanel offer behavior-level insights across web and mobile
channels.

Data visualization and Bl tools: platforms like Power Bl, Tableau, or
Looker allow for executive-friendly dashboards and
cross-departmental reporting.

Social listening tools: tools like Sprout Social, Brandwatch, or
Meltwater provide sentiment analysis and benchmark performance
across social platforms.

A/B testing and optimization tools: Optimizely, Google Optimize, or
VWO enable continuous experimentation for digital content and UX
flows.

Integrating online and offline data

Top-performing sports organizations connect offline behavior (e.g., in-stadium
purchases, season ticket usage, call center interactions) with digital behavior. This
allows them to:

personalize communications based on stadium attendance history,
predict merchandise preferences based on prior event behavior,

trigger marketing automation journeys when online and offline signals
align.

Real Madrid and FC Bayern Munich have both invested in advanced data
platforms that enable these integrations using fan ID systems, mobile apps, and
loyalty programs to connect physical and digital experiences (Real Madrid, 2023; FC
Bayern Munich, 2021).

Measurement consistency and governance

Having the right tools is only half the equation. Clubs and leagues also need clear
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governance for the following.

e Data ownership: who manages what, from marketing to IT to
ticketing.

e KPI definitions: a shared understanding of how each KPI is
calculated.

e Data quality and hygiene: ensuring reliable inputs for sound
reporting.

Organizations that neglect data governance often struggle with conflicting
dashboards, misaligned targets, or lack of trust in reported results, undermining the
credibility of digital strategy.

Interpreting KPIs: business value vs. vanity metrics

Introduction

Collecting KPIs is only the beginning. The real challenge lies in interpreting them
correctly and ensuring they reflect progress toward meaningful business goals.
Many sports organizations face the temptation of tracking flashy metrics, numbers
that look impressive but offer little real insight. These so-called vanity metrics can
create a false sense of success and lead to misaligned priorities.

Vanity metrics vs. value metrics

Vanity metrics include numbers that are easy to inflate or misread, such as page
views, follower counts, or likes, without showing the underlying business outcome.
While they may indicate activity or awareness, they often fail to show impact or
intent.

In contrast, value metrics are tied to tangible business results:
e Did engagement convert to loyalty?
e Did website visits result in ticket or merchandise purchases?

e Did content views deepen relationships or drive subscriptions?

Table 5. Vanity metrics vs. value metric

| Vanity metric Business value metric
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Page views Conversion rate to ticket sales or CRM
registration

Number of followers Engagement rate or click-through to offers

Video views Completion rate and post-view action

App downloads Retention rate (30-day return)

Email opens Click-to-open rate and purchase after click

Source: own elaboration.

An organization that fails to distinguish between the two may oxzptimize for
visibility over profitability, and in doing so, miss critical opportunities to grow
long-term fan value (KPMG, 2022).

KPIs and financial performance

The most strategic KPIs connect digital performance directly to commercial
outcomes. This includes metrics like the ones below.

e Customer lifetime value (LTV): projected total revenue
from a fan over their entire relationship with the club.

e Customer acquisition cost (CAC): how much it costs to
acquire one paying fan via digital channels.

e Return on marketing investment (ROMI): revenue or value
generated per euro spent on digital marketing.

e Average revenue per user (ARPU): revenue generated by
each app user or website visitor.

For instance, a digital campaign that attracts a million new followers may seem
successful. But unless those followers convert to purchases, memberships, or CRM
leads, the real business impact may be negligible.

From measurement to insight to action

Successful organizations use KPIs not just to report performance, but to drive
smarter decisions:

e Which content formats lead to the most purchases?
e Which user segments are most valuable over time?

e Where should we invest in personalization, automation, or new
platforms?



City Football Group employs these insights to tailor communications and
experiences across its global portfolio, prioritizing fan segments with higher LTV or
activation rates (City Football Group, 2023).

McKinsey and Company (2022) recommends treating data interpretation as part of
a strategic feedback loop: collect . interpret — experiment — optimize. This agile
model ensures that KPIs fuel action, not just dashboards.

Benchmarking and best practice comparison

Introduction

As digital strategies in sport mature, it becomes increasingly essential not just to
track internal KPIs, but to contextualize them through benchmarking.
Benchmarking helps sports organizations evaluate their performance relative to
competitors, historical performance, or even best practices from outside the industry.
Without it, metrics can mislead — a 5% app retention rate may be a win or a warning
sign depending on what others are achieving.

According to the PwC Sports Survey 2023, over 60% of sports executives identified
performance benchmarking as a key capability for managing digital transformation
efforts effectively (PwC, 2023).

Types of benchmarking

Benchmarking takes several forms, each serving a different purpose and offering
different strategic insight. Here’s a breakdown of the key types.

Table 6. Benchmarking key types

(Benchmarking type | Purpose | Examples

Internal benchmarking Compare across Newsletter open rates by
departments, teams, or segment; campaign
campaigns internally CTR across seasons

Competitive benchmarking | Compare against similar Mobile app usage: Juventus
organizations or  direct| vs. FC Barcelona
competitors

Cross-industr Learn from best practices Comparing e-commerce

y outside the sports metrics to Amazon or

benchmarking industry content models to Netflix

Source: own elaboration.
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Each type offers different value. Internal benchmarking promotes organizational
learning, competitive benchmarking provides a view of relative position, and
cross-industry benchmarking stretches teams toward innovation.

Benchmarking in action: sports industry examples

Some top clubs have integrated benchmarking into the core of their digital strategy.
For example:

e Liverpool FC evaluates historical content engagement metrics and
season-over- season fan behavior to improve its editorial planning
(Liverpool FC, 2023).

e Real Madrid monitors revenue-related metrics like ARPU in regional
markets, comparing Latin America to Europe to identify strategic gaps
and adjust accordingly (Real Madrid, 2023).

e City Football Group benchmarks digital adoption, tool usage, and
engagement success across its network of global clubs, using insights
to unify its tech infrastructure and transfer best practices across
geographies (City Football Group, 2023).

These practices demonstrate that benchmarking isn’t just about measurement, it's
about organizational learning and competitive readiness.

Common benchmarking pitfalls

When misapplied, benchmarking can distort rather than guide. There are several
risks organizations must manage.

e Chasing metrics without context: not all metrics apply equally to
every club, especially across differing audience sizes, market
dynamics, or budgets.

e Over-reliance on averages: benchmarks that reflect median
performance may discourage bold, innovative strategies.

e Ignoring internal excellence: sometimes, your club’'s own
best-performing campaign is the most relevant benchmark of
success.

Instead of copying others, organizations should use benchmarking to inform
strategy and inspire growth, always keeping their unique context and
goals in mind.
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The strategic value of benchmarking

Benchmarking helps organizations close performance gaps, identify new
opportunities, and refine priorities. But it should not be a one-off exercise, the most
successful clubs integrate benchmarking into quarterly reporting and digital
campaign planning. When treated as a living part of the strategy process,
benchmarking drives both accountability and innovation.

Closing the loop: continuous learning and optimization

Introduction

In today’s dynamic digital environment, sports organizations cannot afford to treat
digital strategy as a “set it and forget it” initiative. Instead, success depends on the
ability to learn continuously from data, refine campaigns based on real-time
insights, and adapt quickly to evolving fan behaviors and business objectives. This
process of closing the loop, measuring, learning, adjusting, and repeating, is the
hallmark of high-performing digital teams.

From reporting to learning

Traditional reporting often focuses on static metrics: monthly dashboards, campaign
summaries, and quarterly KPIs. While these offer a snapshot, they rarely foster
organizational learning. In contrast, continuous optimization builds a feedback loop,
where teams use performance data to adjust strategies in real time.

This approach relies on:

e setting clear hypotheses and expected outcomes,
e measuring results using relevant KPls,

e identifying root causes of performance trends,

e testing new approaches (A/B or multivariate testing),

e scaling what works and discarding what doesn't.

As McKinsey and Company (2020) highlights, organizations that embrace this
learning mindset generate higher ROl from digital investments and build more
resilient, customer-centric cultures.

Agile mindsets and iterative development

Agqility is critical for continuous improvement. Agile ways of working, originally
developed in software engineering, have been widely adopted in digital marketing
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and transformation teams across sectors, including sports. Agile frameworks
promote:

e short, iterative work cycles (sprints),

e cross-functional collaboration between marketing, tech, and data
teams,

e regular retrospectives to identify learning and adjust tactics,

a culture of experimentation and incremental progress.

Clubs like FC Bayern Munich and Real Madrid have adopted agile teams to
manage digital product development, content workflows, and platform optimization,
enabling them to act on insights quickly and stay ahead of changing fan
expectations.

Building a culture of digital optimization

Beyond tools and tactics, digital optimization requires a mindset shift across the
organization:

e |eaders must view data not as a threat to instinct,
but as an enabler of better decisions.

e Staff need training on how to interpret KPls, test hypotheses, and
measure impact.

e Teams should celebrate experimentation, even when results
fall short, because each test offers insight.

Organizations that excel at optimization often embed optimization rituals into
weekly workflows, such as “test and learn” reviews, live campaign performance
tracking, and KPI retrospectives.

Final thought: progress over perfection

Digital excellence is never finished. Whether improving personalization, streamlining
fan onboarding, or increasing subscription conversion, the goal is consistent
progress, not flawless execution.

As the PwC Sports Survey 2023 emphasizes, top-performing sports businesses are
those that blend data-driven rigor with strategic agility, continuously tuning their
approach based on what works, and what doesn’t, in a fast-moving digital
marketplace (PwC, 2023).
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Conclusion

Turning data into direction

As digital transformation continues to reshape the sports industry, measurement has
become more than a reporting function, it is now a strategic compass. This reading
has explored how sports organizations can use well-defined KPIs, clear
benchmarking practices, and agile optimization cycles to bridge the gap between
digital execution and long-term business value.

By aligning metrics with strategic goals, such as fan engagement, global reach,
commercial growth, and data monetization, clubs and leagues ensure that every
campaign, platform, and initiative is working toward a coherent vision. But the true
differentiator is not just what is measured, but how that insight is used.
High-performing organizations create feedback loops that allow them to adjust in real
time, pivot when needed, and double down on what works.

From defining meaningful KPIs to interpreting them through business-value lenses,
from comparing against industry leaders to testing new ideas in agile cycles, this
data-driven mindset is what separates digital frontrunners from digital followers. The
most successful teams are those that understand digital strategy as an evolving
journey, not a finished product.

In this environment, perfection is less important than progress. What matters most is
building a culture where learning is constant, experimentation is valued, and every
metric tells a story, not just about performance, but about possibility.
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