
If you are thinking about ways in which to grow revenue in Q3 

and Q4 2009 with fewer resources, a combination of 

technology and services may be the solution you are looking 

for.

On May 18, 2009, Operative and several industry leaders met in 

Austin, Texas for the iMedia Agency Summit to debate and 

discuss this critical business issue. 

According to Operative analysis, Mike Hard, EVP Sales and 

Marketing for Operative, declared that the digital advertising 

industry has seen the worst of the recession.   After three 

straight months of decline in November, December and 

January, the volume of Insertion Orders flattened in February 

and \actually rose in March.  Coming at a time when volume 

usually drops from Q2 over Q1, this is an encouraging sign.

According to a VP of Marketing for a sports marketing 

organization, ÒMany publishers are seeing an uptick in the 

market- in particular, organic growth with existing clients.Ó  

Another VP of Sales at a widget and applications provider for 

social media, summarized, ÒWeÕve seen the market pick up, 

and we can expect the brand side to follow suit in Q4 2009.Ó  

A common sentiment amongst the publishers was that the 

new rule for advertisers and agencies seemed to be a Òflight 

to what they knowÓ and that most started to see an uptick in 

late Q1 that was impacting all sectors, with a few exceptions 

(for instance retail).

However, with positive signs pointing toward a busier Q3 and 

Q4, publishers are left a quandary: after cutting budgets, staff 

and resources for the past 4 months, how do we grow? 

** Data is based on analysis from than 200 publishers and agencies that run their campaigns through Operative Ð either through the 

Dashboard enterprise platform or the Managed Services ad trafficking solution. 



 
The Problem: 

Media companies continue to lose money due to poor 

customer satisfaction and billing issues.  3rd party data issues 

have distressed publishers and agencies for almost 10 years, 

and the drag is even more stark with profit margins so thin 

these days.  In addition to the time and energy spent debating 

them, discrepancies can cause significant loss in revenue 

resulting from make goods and under/over delivery.  

The Reaction:  

While many publishers felt discrepancies remain an issue, they 

were evenly split on the urgency of a solution.  Some felt that 

the Òship had sailedÓ and that discrepancies were lower because 

of Òbrute forceÓ internal focus on resolving them, but most felt 

that discrepancies were a major barrier to more (and profitable) 

advertising revenues.  One publisher estimated that 

discrepancies affected as much as 15-25% of their campaigns.

 

 
 
The Problem:

This year most companies were forced to cut back.  They have 

been tasked with having to do more with less.  Some publishers 

felt that due to staffing cuts, their ad operations teams have not 

been able to respond to sales requests in a timely manner, and 

that unexpectedly large campaigns or unfamiliar rich media 

formats can make them scramble, leading to errors, missed 

deadlines and lost deals.  

The Reaction:

A Chief Revenue Officer for an instant messaging organization 

summarized his tableÕs discussion saying the Òhuge demands 

put on ad operations via new ad units and integration has 

caused ad ops to overlook details in the trafficking process, 

leading to lost revenue.Ó  Many of the publishers in Austin said 

that more and more, they are looking to improvements in ad 

ops as a major way to gain productivity and increase revenue Ð 

either through streamlining teams, automating processes or 

outsourcing to experts.  Other creative solutions included 

giving operations personnel bonuses based on revenue, or 

redeploying operations people from mundane tasks like 

updating inventory (which they felt could be automated), to 

more value-add tasks like developing proposals or managing 

rate card. 

 

 

The Problem:

Inventory management continues to be a problem in the 

industry and isnÕt slowing down, since new digital mediums 

continue to emerge.  Poor management of ad inventory 

continues to affect Sales ability to get proposals out the door, 

and Ad Ops ability to deliver in full.  One EVP of Sales at a 

publisher voiced that Òsell through rates were down 20-30%Ó.  If 

a sales executive delays an RFP response by a day or two 

because the information needed is locked inside ad ops, itÕs a 

larger problem for the entire organization.

The Reaction:

Frustration within publisher sales teams continues to mount.  

Anecdotes such as Òthe feedback loop between sales and ad 

operations needs to be improvedÓ and Òreal-time, accurate 

avails are critical to my ability to close dealsÓ echoed 

throughout the ballroom.  Many of the groups responded that 

while real time inventory information is essential, very few are 

getting it.   

 

The Problem:

Managing pipelines in todayÕs business is more important than 

ever for a digital publisher.  It helps build an accurate revenue 

forecast, as well as inform inventory pricing.  At one table, 7 of 

the 8 publishers said they use a combination of Salesforce.com 

and Excel to do their pipeline management and forecasting, 

but that this combination was Òwoefully inadequate and out of 

syncÓ with the data stored in other key systems, like ad servers 

and billing tools. 

The Reaction:

Sales leaders felt they were Òworking in two systemsÓ Ð 

reserving inventory in the ad server and tracking pipeline in 

Salesforce or Excel.  An SVP of Media Sales at a national sports 

site surmised that Òseveral publishers said their reps are being 

told to Ôhold the inventory for certain agenciesÕ.  Then, the 

insertion order comes much later than expected (about 3 

weeks) or doesn't come at all (due to budget cuts), causing 

issues between ad sales and ad ops/planning.Ó   Challenges 

surrounding duplicate data entry, lack of synchronization and 

poor pipeline visibility continue to plague publisher sales 

teams.   

Obstacles to Growth

After opening comments from Operative, the session split into a handful of smaller discussions, during which more than 80 publishers 

compared notes on common barriers to growth. The discussions focused on the operational challenges of driving new revenue and 

protecting existing revenue; including a closer look at the throughput of technology systems, production and execution of advertising 

by internal teams, and standard business processes.  Some of the most common themes included: 



Real-Time Resolution of 3rd Party Discrepancies
Publishers would be able to better protect revenue if they had the ability throughout 

the month to look at all campaigns across their network, with 3rd party data listed 

alongside their own data, and catch discrepancies prior to billing.  Advertising 

workflow platforms like the Operative Dashboard allow publishers to store 3rd party 

delivery data alongside primary delivery data.  Creating one view whereby both data 

sets sit next to each other for smarter billing decision-making helps to prevent 

customer credits, make goods and lost revenue.

Partner with Ad Operations Experts 

Most publishers want the capability to allocate resources to help the sales team 

respond to a sudden influx of RFPÕs, even during busy times of ad trafficking.  

Managed Services companies like Operative provide a team of Ad Operations 

Engineers that can ramp up and start trafficking ads in 3 days, allowing a publisherÕs 

internal ad operations teams to focus on sales enablement.  Operative provides global 

support, weekend coverage and after-hours coverage, so that ads go up on time, every 

time.  Ad operations engineers are experienced with virtually all of the industry ad 

servers and rich media technologies.  Turn-around times are fast, error rates are low, 

and reliability is high.

Solutions That Drive Revenue Growth

The ability to generate new clients and renew current clients as the market swings back will require a renewed focus on the 

operational facets of a publisherÕs digital business.  At the end of the session, Operative Founder and VP of Sales, Lorne Brown, posed 

suggestions on how some publishers are solving these problems in order to capture more revenue with less in the coming quarters. 

“ÒWith Dashboard, the revenue team was 

able to increase the accuracy of their 

forecasting by 65%.  Prior to Operative, 

discrepancies from 3rd party numbers 

could reach as high as 15% projected vs 

actual.  Now, their discrepancies are less 

than 3%.Ó – VP, Ad Operations, Large 

publishing network

 

ÒManaged Services has provided reliable 

access to knowledgeable traffickers, a 

support staff, and managers eager to 

work with us to address product 

enhancements and recommend best 

practices on an as needed basis.Ó – Scott 
Maison, Manager, Interactive Advertising, 
AARP Services Inc.
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Inventory and rate card management
When your sales team is responding to an RFP or creating a proposal, they need the 

ability to see the amount of inventory available and how many agencies are in line to 

buy that SAME inventory.  This not only helps prevent over-sold situations, it helps 

under-valued situations for new revenue.  The Operative Dashboard gives sales the 

capability to quickly generate proposals with real-time inventory avails.  Providing 

sales with transparency and control will allows them to create proposals within 

minutes instead of waiting on data from other departments. 

 

Pipeline and forecasting accuracy
A VP of Sales wants the ability when using Salesforce.com, to run a pipeline report at 

any time during the month that includes up to date information from all outstanding 

orders and proposals in real time.  Operative Dashboard gives them that ability and 

helps keep an accurate pipeline resulting in accurate revenue forecasts.  Through tight 

integration with Salesforce.com, Operative Dashboard prevents re-entry of data 

because fields within the Dashboard proposal auto- populate from the Salesforce 

opportunity, establishing a unified lifecycle where change orders, optimizations and 

additions automatically sync back to Salesforce.  

“ÒWith the Operative Dashboard, our sales 

team can immediately browse real-time 

inventory and execute robust proposals 

in under 10 minutes.  The Dashboard is a 

valuable sales management tool that 

helps my team complete the digital 

advertising sales lifecycle, and provides 

one system of record centralizing all 

activit y from proposal to billing.Ó – Mark 
Westlake, Chief Revenue Office, 
TopTenReviews.com
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In a downturn economy, many of the media companies we speak to express 

frustration around missing advertising revenue targets.  The crux of their pain stems 

from inaccurate pipeline, re-keying of data between multiple interfaces, and a lack of 

overall visibility into the digital advertising business. What these media companies 

need is the ability to sync pipeline and inventory numbers in real time, eliminate 

duplicate data entry, and increase efficiency to focus more on sales enablement. 

Operative provides these capabilities, and helps these companies increase 

profitability, reduce costs and streamline operations.

Since 2000, Operative has focused on developing products and services that 

streamline the processes within the digital advertising lifecycle. Operative 

Dashboardª, the industryÕs leading advertising revenue management (ARM) platform, 

helps media organizations manage all aspects of their digital advertising operations - 

from product design, to proposal creation, to trafficking and creative implementation, 

through to invoicing. Through integration with core technologies (including ad 

servers, CRM solutions, finance and pricing applications, etc.), Operative Dashboardª 

acts as the central nervous system of an organization, pushing and pulling data to 

provide transparency and alignment.  

In addition to the Dashboard platform, Operative Managed Servicesª supports your 

business ensuring timely and worry-free execution of digital advertising.  Operative 

clients benefit from a dedicated team of technicians, trained and well-versed in the 

inner workings of your online advertising network architecture, preferred ad server(s), 

and rich media providers.  We provide infrastructure support that increases control 

and accountability, reduces trafficking errors, and improves the ability to increase 

revenue.

While managing more than 60,000 complex transactions per month for clients 

including MSN, NBC Universal, Wall Street Journal, Smart Money and iVillage, we 

continue to spend every hour of every day analyzing, researching and developing 

tools to make your digital advertising more profitable.
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