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Introduction 

The share of native advertising in overall marketing spending has been steadily growing 

has been growing, the trend is predicted to continue (Manic, 2015). This type of marketing 

communication takes many forms, including that of outreach. Outreach marketing is the process 

of establishing relationships with webmasters, content creators, and businesses to earn 

mentions of and links to a resource or product. Outreach can pursue goals ranging from building 

a backlink profile to improve search engine visibility to growing awareness through content 

marketing. For this reason, outreach stands on the intersection of Public Relations (PR), Search 

Engine Optimization (SEO), and other marketing spheres. It requires an understanding of all 

those spheres and relies on skills ranging from web resource assessment to copywriting. 

Despite the prevalence of outreach, the majority of organizations manage it through 

outdated and haphazard processes (Impartner, n.d.). Rather than implementing one of the 

hundreds of efficient outreach and PR solutions, 59% of communications professionals organize 

their work through spreadsheets (Prezly, 2020). This adherence to familiar systems costs the 

companies an extra 5% of their workers’ time (Prezly, 2020).  It also negatively affects the 

transparency and measurability of processes, which complicates their improvement and 

prevents adequate prediction of results.  

There are several factors that contribute to the inefficiencies associated with outreach. 

First, few academic studies were conducted in the field of outreach. In fact, the search results 

on Google Scholar indicate that exactly zero publicly available academic papers that study 

marketing outreach, although its aspects, digital PR and link-building, have been explored in 

journals and books. This lack of a systematic approach drives companies to rely on unverified 

internet content when building their outreach strategies. Second, there are hundreds of software 

solutions suitable for outreach, and no universal methodology for choosing one because of the 

different goals outreach can pursue and the variety of companies that perform it. The 
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abundance of choice and lack of direction prompt communications professionals to continue 

working and storing contacts in outdated environments such as paper, email clients, and 

spreadsheets (Results of the Global PR Survey, 2020). Third, the current canon of assessing 

outreach is quantitative rather than qualitative, which inhibits its development and formalization. 

This research has a four-part structure. Section 1 sets the research goal and divides its 

achievement into tasks. It also provides an overview of the field of outreach, its business 

application, and approaches to its conduct and measurement. Section 2 explores Travelpayouts 

as a business to provide context for the business process analysis that follows in Section 3. 

Section 4 focuses on choosing the appropriate metrics and software for outreach at 

Travelpayouts, as well as describes how the process was documented and redesigned. To 

achieve the research goal the following information sources were used: an empirical study, 

unstructured interviews, prototyping, corporate documentation, academic articles, web pages.  

The expected result of this research is the design of a system of conducting and measuring the 

effectiveness of outreach at Travelpayouts. The design would include metrics that indicate the 

effectiveness of the process, a choice of software for conducting outreach, and a bundle of 

documentation that formalizes the process.  

Section 1. Understanding Outreach 

1.1. Research Goal and Tasks  

The subject of this paper is the process of outreach at Travelpayouts. It suffered from all 

three of the associated challenges  — poor academic coverage of outreach, an abundance of 

software and lack of methodology for choosing one, and absence of a definitive assessment 

framework. Before the start of the research the process was largely undocumented, irregular, 

was tracked in a spreadsheet, and relied heavily on the judgment and skills of an executor 
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(personal communication, Feb 6, 2021).  This posed several managerial problems for 

Travelpayouts: 

● Difficulty in assessing the worthwhileness of the process; 

● Difficulty in reporting and predicting the cost and value of the results of outreach; 

● Regular knowledge loss and a steep learning curve for new employees (personal 

communication, February 6, 2021).  

This research has theoretical and practical value. It attempts to define outreach using 

authoritative sources and documents the current cannon of tracking and assessing it. It 

documents and analyzes outreach as a business process within a medium-sized business in the 

IT sector. As for the practical value, this research provided solutions for managerial problems 

associated with outreach at Travelpayouts.  

To solve Travelpayouts’ business problem as well as expand academic knowledge of 

outreach, this research focuses on addressing the following goal: to compile a system of 

conducting outreach that would allow tracking, evaluating, and improving its effectiveness. 

To achieve the stated goal the several tasks have to be completed. Table 1 contains a 

numbered list of tasks, their expected outputs, and criteria that would signify their successful 

completion. 
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Table 1 

Overview Of The Project Objectives, Outputs, And Success Criteria 

Task 
№ 

Task description Task output Success criteria 

1  Understand outreach as a 
business process by 
defining it, exploring 
managerial challenges 
associated with it, and 
exploring the current 
canon of tracking and 
evaluating it. 

Definition of outreach, 
literature review 
evaluation methods, an 
overview of tracking 
environments. 

Define outreach, identify 
metrics that are commonly 
used to track outreach, 
identify different ways of 
tracking outreach.  

2 Understand Travelpayouts 
as a business entity, what 
goals the company aims 
to accomplish through 
outreach. 

Business model canvas 
for Travelpayouts, list of 
managerial problems the 
company faced in 
conducting outreach. 

Business Model Canvas 
and a list of managerial 
problems associated with 
outreach are verified by 
Travelpayouts experts.  

3 Analyze and visualize the 
current business process 
of outreach. 

A diagram of elements 
involved in outreach and 
a diagram visualizing the 
process of outreach, a list 
of inefficiencies and 
bottlenecks within the 
process with 
recommendations on 
how to fix them. 

Elements and flow of the 
business process are 
clearly represented, 
according to third-party 
experts. The list of process 
inefficiencies is verified by 
a representative of 
Travelpayouts familiar with 
the process.  

4 Design an assessment 
system for the process of 
outreach. 

Outreach metrics, 
process KPI. 

Chosen metrics and the 
set KPI are approved by 
Travelpayouts experts. 

5 Design a tracking and 
reporting system for the 
process of outreach. 

Software choice criteria, 
documentation that 
disambiguates tracking 
blindspots, diagram 
visualizing the 
redesigned process of 
outreach. 

Software choice criteria 
and chosen software are 
approved by 
Travelpayouts experts. 
The flow of the redesigned 
business process is clearly 
represented, according to 
third-party experts. 

 

The research relied on several data sources and data gathering methods. Table 2 

provides an overview of research data, describes it, and briefly outlines how it was used.  
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Table 2 

Overview of Research Data and its Application 

Type of 
source 

Data source Description Application 

primary empirical study  6 months of fieldwork were gained 
before the start of this research.   

Information from the 
empirical study was 
used throughout the 
paper. 

primary interviews Five unstructured one-on-one 
interviews were conducted with 
Travelpayouts marketing and 
business development 
professionals that worked in or are 
familiar with the process of 
outreach. One unstructured group 
interview with PR specialists was 
conducted.  

Interview results were 
used in Section 1 of 
this paper to 
understand outreach, 
in Section 2 as a 
source of information 
on Travelpayouts, and 
in Section 3 to gather 
criteria for choosing a 
software environment. 

primary prototyping A spreadsheet continually 
expanded and automated over the 
course of 6 months served as a 
prototype of outreach tracking and 
assessing software. 

Prototyping was used 
to gather criteria and 
necessary functionality 
for choosing a software 
environment. 

secondary Atlassian 
Confluence 

All work processes at 
Travelpayouts are fully or partially 
documented. This documentation 
as well as performance reports and 
information about the company 
itself are stored in Confluence, a 
web-based corporate database. 

Data from Confluence 
was used for the 
company overview in 
Section 2. 

secondary academic papers  Academic papers about PR, digital 
marketing, SEO, and other adjacent 
topics.  

Information from 
academic papers was 
used throughout the 
paper for providing 
context and insight. 

secondary web pages Information in the form of blog 
posts, articles, survey results, etc. 
on the topics of outreach, PR, 
digital marketing, SEO, and other 
adjacent topics. 

Information from web 
pages was used for 
literature review in 
Section 1.3 and 
through the rest of the 
paper.  
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The research was conducted using several IT resources. Names, descriptions, and 

applications of the resources can be seen in Table 3. 

 

Table 3 

It Resources Used For The Research 

Resource Description Application 

Google Docs Editors web-based office suite, which 
includes spreadsheet and 
word processing software 

Spreadsheets were used for 
miscellaneous data work. A 
word processing program 
was used to write and edit 
this paper. 

Microsoft Visio diagramming and vector 
graphics application 

Visio was used to build 
diagrams of business 
processes.  

 

1.2. Definition and Scope of Outreach 

‘Outreach’ is a broadly used term. In the context of brick-and-mortar institutions, the term 

applies to services provided outside the institution, in communities in need of them, or of interest 

to the organization (Maximising the Role of Outreach… , 2013). The instruments of such ‘analog 

outreach’ are printed promotional materials, outdoor advertising, displays in local public spaces 

such as libraries, and events. The goal of ‘analog outreach’ is to bring ideas and practices of a 

group of individuals or an organization to other organizations, audiences, or the public in 

general (What Is Outreach Marketing?, 2020). If the institution conducting outreach is self-

funded, then the end goal is one that all firms share — making a profit. Therefore, ‘analog 

outreach’ can be defined as an effort to deliver a service to a target community (IES, 2013). 

In the context of web-based business entities, the basic objective of outreach stays the 

same — spreading information. The networks, through which it is performed, are the Internet 

and relationships cultivated by the organization with firms and individuals. The tools used are 
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the same as in digital marketing: social media, websites, emails, and online advertising, apps, 

etc. (Chaffey & Smith, 2017). In a for-profit company, outreach is usually viewed as part of 

marketing communications since it directly affects such marketing metrics as brand awareness 

and the number of users/clients/readers. And digital marketing outreach (in this paper further 

referred to as ‘outreach’) is defined as the process of using email and social media to earn 

mentions of and backlinks to a product or resource through building relationships with content 

creators and other businesses. Outreach is sometimes referred to as “digital PR” since it also 

manages the spread of information between the company and the public.  

Outreach as a business process can have different goals. One is accumulating passive 

web traffic. It is achieved through SEO and content marketing (Scott, n.d.). And within the scope 

of outreach, this goal can be reduced to earning ‘dofollow’ backlinks, external citations of a 

page, or, in a word, link-building. ‘Dofollows’ are links that lead back to the website of the 

company that is performing outreach and are without a ‘nofollow’ attribute. Gaining ‘dofollows’ 

improves the position in search results of a website that is linked to.  

Outreach as part of an off-page SEO strategy is shown to outperform the pursuit of 

social sharing or paid advertising in the long run. Companies and websites that do link-building 

see greater growth of traffic, higher domain authority, and position in search results (Zhang & 

Cabage, 2017). 

 

Figure 1 

Examples of dofollow and nofollow links 
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Other possible goals of outreach are expanding the user/client base or building 

awareness about the company. Both are helped by link-building but are primarily achieved 

through placing mentions within the content and doing other promotional activities with 

companies, websites, or influencers that are of interest to the target audience.  

Outreach can also be focused on cultivating media partnerships, relationships between 

two business entities (companies, web resources, etc.). It is continued and mutually beneficial. It 

can involve cross-promotion, offering discounts or deals to the audience of the media partner, 

participating or supporting marketing specials of the media partner, and other forms of 

partnership. The reason behind cultivating media partnerships from outreach is streamlining the 

process of gaining audience and awareness through establishing relationships and agreements.  

Regardless of the goal, the process of outreach stays the same. It can be summarized 

thus: 

1. Planning the outreach campaign: selecting campaign keywords, setting KPIs and target 

values for metrics; 

2. Selecting web resources (pages, articles, directories) that have enough authority and 

traffic to influence the awareness about the product; 

3. Finding contact information of the people with the power to edit the resource; 

4. Reaching out to them via email or social media with a request to mention or include a 

link to the product, or do another promo activity; 

5. Negotiating the terms of placements; 

6. Ensuring that activity gets carried out, a mention or link gets and remains placed; 

7. Assessing the effect of the campaign (conventionally after at least a month, up to a 

year).  
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1.3. Outreach Outsourcing: reasons and impact  

Outreach combines menial work and knowledge work. The former aspect is defined by 

the Oxford Dictionary as “not requiring much skill”. Within the process of outreach, it includes 

looking for contact details, inputting them into databases, sending out template emails, following 

up, and checking that agreements are respected. When not completely automated these tasks 

are time-consuming and repetitive, according to industry professionals (Results of the Global 

PR Survey 2020, 2020).  

At the same time, parts of the process of outreach can be likened to “knowledge work”. 

As defined by Peter Drucker in 1959, it is “the work of workers who use intangible resources as 

their primary assets” (13th International Conference on Intellectual Capital Knowledge 

Management & Organisational Learning, n.d., p. 297). To perform well outreachers need to 

have command of their business language (usually English), be skilled at business 

communications, know and be able to apply appropriately the principles of negotiation, be able 

to write copy and native-looking text.  

Managers that are unfamiliar with the process of outreach tend to focus on its menial 

components, which drives them to outsource it, shift its performance to a supplier (Drahokoupil 

and Fabo, 2018). The prevalence of this decision is evidenced by hundreds of thriving agencies 

that offer link-building services (Top 100 Link Building Services, n.d.). A particular line of 

thinking leads to outreach being outsourced. It is primarily associated with SEO, link-building in 

particular. And SEO is considered menial work, even though certain tasks within can be 

automated (Marketer, 2019). It is generally accepted that resources should be saved as much 

as possible on menial work and invested into value-creating work (Amiti & Wei, 2014), and 60% 

of companies turn to outsourcing as the means of reducing cost (Why and What Do Companies 

Outsource, 2017). 
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There are challenges associated with work being performed outside the boundaries of а 

company. The ones relevant to outreach are as follows:  

● Outsourced workers have significantly less incentive to improve the efficiency of their 

work or even maintain it (Elmuti et al., 2010). 

● When outreach is outsourced, it does not benefit from the company’s non-quantifiable 

and non-transferrable synergy, implicit knowledge, and communal creativity (Elmuti et 

al., 2010). 

● If outreach is offshored, outsourced to a firm in a different country, then the meaning and 

effectiveness of communication comprising outreach can be lost due to language 

barriers and differences in culture (Elmuti et al., 2010).  

● Outsourced outreachers are unfamiliar with the company’s culture and strategy. They 

are also not managed directly by the staff of the company who could provide guidance. 

Consequently, brand damage and loss of profits could result from workers 

communicating out-of-line with the company's strategy, tone of voice, or interest. 

● According to Tim Askew (2015), doing outreach through link-building agencies makes 

excludes the possibility of building a lasting partnership. Askew suggests that such 

agencies are assessed based on the number and quality of backlinks that result from 

their work, so that is what they focus on. Their staff is also not trained or authorized to 

make agreements on behalf of the company that extends beyond link exchange and sale 

(Askew, 2015). 

The alternative to outsourcing outreach is doing it in-house. In this case, the company 

has greater control over the quality of results, can improve efficiency by automating and 

improving processes, and can be more partnership-focused in its approach. The last point can 

help significantly cut down on the labor costs. Using a pre-existing relationship to make a deal 

reduces negotiation time as all parties are familiar with each other's interests and capabilities. It 

also completely does away with sourcing contacts and catching attention through repeated 
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reaching out. The latter is often the most time-consuming and difficult part of outreach, as only 

8.5% of all outreach emails are responded to, with less influential companies and bloggers 

being more likely to respond (SEO Tribunal, 2019). 

1.4. Canon of tracking and assessing outreach 

1.4.1. Measuring Outreach 

Metrics are a way to judge the effectiveness of a process. They are essential for 

maintaining the health of the pipeline and identifying inefficiencies (KlipFolio, n.d.). For each 

subprocess, several metrics can be tracked to better locate the points of improvement.  

Outreach lies on the intersection of Public Relations (PR), Search Engine Optimization 

(SEO), influencer marketing, and other marketing communications. To understand which 

metrics are currently used to track outreach, a literature review was conducted. 20 articles from 

authoritative resources, that have a high search engine result page position, that speak about 

measuring outreach, digital PR or link-building, are summarized in Table 4.   
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Table 4 

Outreach Metrics For Seo (Link-building) And Awareness (Earned And Paid Media) 

Metric Frequency Subject of Measurement 

campaign metrics   

links/mentions placed 15 brand presence 

response rate 5 quality of the email body 

open rate 4 engagement; effectiveness of the subject  

placement rate 3 pitch quality and efficacy 

emails sent 2 scope of the campaign 

decline rate 2 engagement 

cost of outreach 2 productivity and negotiation skills 

time to first placement 2 efficiency; how well targeted the pitch is 

total dofollow links 2 campaign efficacy 

total $ value of links/mentions 2 quality of placements 

delivery rate 2 domain health 

placement page metrics   

domain authority of each site 6 backlink value of the entire domain 

reach 5 quality of placements 

impressions 3 quality of placements 

total domain authority 2 SEO value of the campaign 

relevance 2 quality of placements 

branded search volume 1 quality of placements 

Alexa ranking 1 quality of placements 

SERP position 1 quality of placements 

traffic 1 quality of placements 

effect on home resource   

referral traffic 11 quality of placements 

overall traffic increase 4 increase of brand awareness 

referral traffic behavior 3 quality of placements 

keyword ranking 2 SEO-effect of campaign 

branded search volume 1 increase of brand awareness 
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Note: Table was compiled using the following sources ((1 - Digital PR Metrics to Track to Show 

Your Value, 2018, 7 Metrics for Measuring PR Success, 2017, 7 Powerful KPIs to Measure 

Your Link Building Outreach, n.d., Digital PR Metrics to Track to Show Your Value, 2018, How 

to Measure PR: The Definitive Guide, n.d., How to Measure the Results of a PR Campaign?, 

2021, The Only Earned Media Strategy You’ll Ever Need, 2019, What Is Digital PR and Why Is 

It Important?, n.d.; Beadell, 2014; Carlisle, n.d.; Comcowich, 2018; Dudharejia, 2018; Edwards, 

2021; Harte, 2021; ODonoghue, 2020; Rosenfeld, 2019; Sharma, 2018; Thompson, 2019; 

Threlkeld, 2019; Walter, 2021) 

 

Three groups of metrics emerged as a result of the literature review: metrics that track 

the flow and results of the campaign, metrics intended to evaluate the target resource, and 

metrics that measure the effect of the campaign on the company. Each group had an outlier 

metric — one mentioned the most. For each group respectively they were the number of 

links/mentioned placed during the campaign, domain authority of the target resource, and the 

amount of referral traffic from each resource.  

1.4.2 Environments 

An essential element of all marketing communication jobs, including outreach, is 

maintaining the database of contacts. According to the survey of 400 marketing communications 

professionals conducted by Prezly, 45% of participants name contact database maintenance 

their most “frustrating” recurring task (Prezly, 2020). In PR the contacts are journalists and 

editors, in influencer marketing — bloggers, celebrities, and content creators, in outreach 

contacts range from bloggers and online media editors to webmasters. The information that has 

to be stored and updated includes names-in-use and pseudonyms, email addresses and social 

media profiles, company or website affiliation, the scope of responsibilities, and more.  
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Contact databases can be stored in different environments: on paper, within email 

clients, in software systems, and in spreadsheets. The latter is the most popular environment 

used by 59% of communication professionals (Prezly, 2020). In all environments, the gold 

standard is to maintain contact relevance by updating “on the go”, with 51% of Prezly’s 

respondents renewing the database almost daily. The frequency of interaction with the 

environment brings convenience and efficiency to the forefront. Lack thereof adds up to extra 

costs for the company in the form of wasted time. According to Prezly’s Survey, the most 

widespread environment, spreadsheets, is one of the least efficient (see Table 5).  

Prezly’s research makes it obvious that software is the preferable environment. In 

addition to saving time on data entry and updating, the software is also capable of storing 

communication history and automatically tracking metrics. Thousands of software solutions that 

outreachers use can be grouped into three categories: Customer Relationship Management 

systems (CRMs), PR software, and link-building software.  

 

Table 5 

Prevalence and Efficiency of The Contact Database Storage Environments 

Storage Environment Prevalence Time on Maintenance, 
Hours/Month 

On paper 3% 63 

Email 12% 18 

Software 24% 14 

Spreadsheets 59% 22 

 

Note: Information in the table gleaned from Prezly’s PR Survey Report (2020) 
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CRMs are software systems for managing interactions with customers, building 

relationships with them, and tracking deals (Microsoft, n.d.). Although the basic functionality is 

the same in all solutions, the market is not homogenous. Solutions can be on-premise or cloud-

based, which lands them in SaaS (Software as a Service) sector. The latter are cheaper and 

require less technical knowledge, although they are less customizable. CRMs are also 

commonly divided into B2C (Business-to-Customer) and B2B (Busines-to-Business) niches. 

The split is prompted by the difference in sales cycle length, the number of people involved in a 

deal, and the overall complexity required (Totah, 2020). 

There are more than 2000 Customer Relations Management solutions on the market in 

2021 (CRM vs. BRM vs. PRM? What Should You Get?, n.d.). According to Backlinko’s report, 

Salesforce dominates the market of CRMs with a 20% share (Salesforce 2021 Revenue and 

Market Share Statistics, 2021). The same report states that another 18% of the market is split 

between Oracle, SAP, Adobe, and Microsoft. Other notable players include Genesys, Zendesk, 

HubSpot, and Pegasystems (Pang, 2020).  

Software solutions for PR have the same objective as CRMs: they help keep contact 

databases organized and up-to-date to improve communication. For this reason, they are 

sometimes referred to as PR CRMs, PRMs, or media relations CRMs. While CRMs are tailored 

for professionals whose main purpose is to make sales, PR software is focused on building 

long-term relationships with media professionals. This is reflected in the information about each 

contact that is gathered and stored, the metrics that are tracked. However, the key distinctive 

feature of PR software is that its functionality extends to building lists of target resources based 

on keywords, content, and resource type. 

PRstack.co, the most extensive crowd-sourced catalog, currently lists 250 PR tools and 

environments. Different sources name the following solutions as market leaders: Cision, Isentia, 

Meltwater, IPG, Omnicom, WPP,  Agility, Brand24, Mention, and Onalytica ( Business Wire, 

n.d.; The Courier, 2021). 
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The final category of software suitable for outreach is link-building tools. These 

environments are tailored to those who build backlinks. They are often part of larger SEO-

focused software. They generally offer less functionality than CRMs when it comes to 

relationship management while providing access to features such as monitoring a websites’ 

backlink profile, detailed review of website SEO metrics, and the search for backlink 

opportunities (Link Building Tool: Earn Backlinks from Authority Domains, n.d.). Some notable 

link-building tools are SEMrush link-building tool, Ahrefs link-building tool, and Moz Pro.  

 In this section of the paper, a definition of outreach was formulated. Outreach was put 

within the context of a modern web-based organization: its goals, scope, and associated 

challenges were discussed. In Subsection 1.3. Common approaches to tracking and measuring 

outreach were presented. Research Task 1 was completed in this section (see Table 1). 

2. Outreach in the Context of Travelpayouts 

2.1. Company Profile 

2.1.1. Travelpayouts Overview 

Travelpayouts is a subsidiary of the Hong Kong Limited Liability Company “Go Travel Un 

Limited”, which operates under the brand names Aviasales, JetRadar, and Hotellook. A limited 

liability company in Hong Kong is an entity that is legally separate from its members, meaning 

that the personal assets of its members are protected from risks (Types of Companies in Hong 

Kong, n.d.). 

Travelpayouts was founded in 2010 to be Aviasales’s affiliate program. In 2011 

Travelpayouts got its name and turned from a supporting department into an independently 

operated business entity. In time, Travelpayouts got its own team and CEO. Its strategy doesn’t 

serve the interests of Aviasales.  
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Since 2011 Travelpayouts grew into an affiliate network in the travel niche. Affiliate 

networks serve as intermediaries between webmasters and content creators and merchants 

with affiliate programs. According to Gallaugher et al., affiliate marketing is a kind of online 

advertising, characterized by merchants sharing a percentage of sales revenue with individuals 

or firms that lead the customers to the merchant’s website. 

In May 2021, Travelpayouts serves as an intermediary between 300 000 partners — 

webmasters, bloggers, influencers, travel agencies, and companies possessing traffic interested 

in travel — and more than 80 travel brands. There are currently 90 affiliate programs available 

on the platform, with some brands hosting multiple programs. Some notable brands available at 

the Travelpayouts network are Booking.com, RentalCars, TripAdvisor, Hotels.com, 

GetYourGuide, and Aviasales.  

Travelpayouts’ purpose is to allow its users to monetize their content and traffic through 

non-invasive and contextually relevant advertising. A typical example of this can be seen in 

Figure 2 — an article on thetravelbunny.com is monetized with Travelpayouts’ affiliate link.  

Travelpayouts works on a CPA model. Every timethetravelbunny.com reader clicks the 

affiliate link, a cookie is saved on their computer. If they make a purchase within the cookie’s 

lifetime period, the owner of thetravelbunny.com receives a commission from Travelpayouts that 

is in turn part of a commission that Travelpayouts receives from getyourguide.com, where the 

link in the example leads. 

Travelpayouts is essentially a platform for monetizing traffic. Travelpayouts competitors 

can be divided into several groups: 

● Direct competitors 

○ In-house travel affiliate programs: Booking, Agoda, GetYourGuide, 

Amazon Associates, Airbnb, Skyscanner 

○ Affiliate networks that have travel affiliate programs: CJ Affiliate, Rakuten, 

Awin, ShareASale, Admitad  
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● Indirect competitors 

○ Traffic monetization platforms: Skimlinks, Mediavine, Google Adsense 

○ For advertisers — marketing performance management platforms: Affise, 

Partnerize, Voluum, Impact Radius (personal communication Feb 6, 

2021) 

Figure 2 

Travelpayouts Affiliate Link Used to Monetize a Website 

 

Note: Screenshot taken from https://thetravelbunny.com/english-lavender-fields-list/ 

2.1.2. Company Structure 

Travelpayouts used to have a flat hierarchy with the Vice President (VP) and four teams: 

3 were composed of 1 leader and equals and marketing functioned as a holacracy. The 2020 

pandemic wrecked the travel industry and urged Travelpayouts to adopt a new structure, one 

that would allow for faster decision-making and more flexibility. The Marketing Team got a Team 

Lead, and smaller teams were formed within. Figure 3 is a visual representation of the 

organizational structure of Travelpayouts as of May 2021. 
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Figure 3 

The Organizational Structure Of Travelpayouts In May 2021 

 

 

Travelpayouts’ headquarters are in Phuket, Thailand, where the VP and the majority of 

the Product team resides. However, Travelpayouts is a “remote-first” company. Even though 

there are offices in Phuket, Thailand, Moscow, and Saint Petersburg, Russia, workers are not 

required to attend them. This principle enables the company to hire talents regardless of their 

location as well as use contractual workers and outsourcing organically. The latter is an implicit 

element of the company structure in Figure 3. Dozens of contractual workers are employed by 

the company and are present in each team. This style of organization also allows for employees 

of Aviasales, the parent company of Travelpayouts, to be borrowed to decrease the spending 

on outsourcing. 

Travelpayouts’ approach to managing, planning, and reporting is based on SCRUM and 

Agile frameworks. Both are traditionally used in development teams, which was all of 

Travelpayouts at the beginning and now comprises around 60% of the workforce. The authentic 

framework was adopted by other teams as they appeared. It determined corporate traditions, 

work routines, and processes.  
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2.1.3. Business Model 

A business model is a way of creating value. It can include in its scope key business processes, 

strategies, value propositions, assets, organizational structure, culture, and practices. George 

and Bock (2011) equate a business model to a design of organizational structure that allows to 

take advantage of commercial opportunity. The purpose of every business model is to bring 

together all aspects of doing business in such a way that the company can generate profit 

(George & Bock, 2011).  

To describe the business model of Travelpayouts Business Model Canvas was built (see 

Figure 17). It is a framework formulated by Alex Osterwalder in his work “The Business Model 

Ontology A Proposition In A Design Science Approach” (2004). 

As evidenced by the canvas, Travelpayouts relies solely on one revenue stream — the 

cut of affiliate commission. Therefore, the key partners of Travelpayouts are affiliates, 

webmasters and bloggers, who monetize their projects using affiliate tools. Travel brands or, as 

they are referred to internally, advertisers are also a key partner of Travelpayouts. Their quantity 

and quality make up Travelpayouts’ front-line value proposition.  

2.2. History Of Outreach At Travelpayouts 

Most marketing efforts at Travelpayouts are aimed at attracting new partners and new 

advertisers. Outreach is one of the ways for accomplishing that, and that was the initial purpose. 

Over time the objectives of outreach were broadened to include raising awareness about the 

network, managing the tone and messaging of the brand, increasing the authority of 

Travelpayouts, and attracting advertisers to the network.  

Until July 2020, outreach at Travelpayouts was not a separate function. Both functions, 

placing mentions on target resources and working with incoming requests for collaboration, 

were performed irregularly by the Marketing Team staff. Blog editors, content writers, and other 
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employees, whose emails are a matter of public knowledge, would receive emails from 

outreachers from other companies and make link exchange deals. 

At the beginning of 2020, there was an attempt to make outreach a more systematic 

process and a tracking table was created (see Figure 4). The information that was tracked in the 

table is as follows: 

● stage of the negotiation 

● name of the resource editor 

● contact of the webmaster in no particular form (It could be anything from an email to an 

indication that the webmaster was contacted through the contact form on their website.) 

● Date of the last interaction 

All the columns were filled manually. All the color highlights were also made manually, 

and no legend for them was provided.  

Travelpayouts out face several managerial problems associated with outreach. The 

effort lacked cohesion and planning because it was done by several different people. The effort 

was also irregular because it was no one workers responsibility which made its results 

unpredictable. Because the effort was so haphazard and was so inconsistently tracked, it was 

difficult to measure its costs and the value it created. Outreach was untransparent, which 

created difficulties for managers and human resources specialists when it came to measuring 

worker performance. 

 In this section Travelpayouts was analyzed as a business entity. The section provided 

an overview of the company, its values, practices, and structure. Travelpayouts’ business model 

was analyzed and visualized using a business model canvas, and the result was verified by 

Travelpayouts Head of Marketing. The overall analysis provided context for the process of 

outreach and its goals. Subsection 2.2 also listed the challenges that the company faced in 

managing outreach before July 2020. Research Task 2 was completed in this section. 
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Figure 4 

Outreach Tracking Table Used Before July 2020  

 

Note: Data was removed from the “contacts” column at the request of Travelpayouts. 

3. Business Processes Analysis of Outreach 

To accomplish the goal of this research — to put together a system of conducting 

outreach that would allow tracking and evaluating its effectiveness — a tracking environment 

and effectiveness metrics will have to be chosen as stated in the research tasks. To understand 

what the tracking environment will help accomplish, which criteria it will satisfy and which 

functions perform, it needs to be put into the contact of the business process it is meant to 

support (Mili et al., 2010). For this purpose, this section of the research paper will focus the 

analysis of outreach as a business process. Since later in the process of outreach will be 

modeled, forward engineered, according to recommendations, it is necessary to specify that the 

focus of this section is the process “as-is”, in its current state.  

3.1. Methodology 

Hammer and Champy (2001) define a business process as a sequence of steps that 

produce a result valuable to the consumer. Business process mapping describes actions 

undertaken to identify the steps that comprise the business process, the business practices 
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involved in accomplishing them, and the parties responsible (Hammer & Champy, 2001). To 

map outreach the following framework will be used: 

1. Describe the process As-Is; 

2. Identify elements of the process using a SIPOC diagram; 

3. Understand the flow of the process using a diagram; 

4. Specify improvement points; 

5. Define the metrics of success for the process To-Be; 

6. Model the process To-be. 

The framework above as an amalgamation of the approaches to business process 

analysis suggested by BEM, a management consulting company that specializes on business 

process improvement ( Business Enterprise Mapping, 2017), Tallyfy (2017) and Heflo (2015), 

leading process management software companies.   

Before visualizing the process with a diagram, it is necessary to choose one of the 

dozens of modeling languages. Mili et al. (2010) state that different business process modeling 

languages address different facets of business processes: dynamic, functional, informational, 

organizational. They also range in formality, and the choice depends on intended use and 

audience (Mili et al., 2010). 

In their 2014 paper “Business process modeling languages: Sorting through the alphabet 

soup” Mili et al. suggest the following framework for selecting a BPM language: 

1. Know the purpose. 

2. Choose the most widely used language. 

3. Choose the option with the most extensibility. 

4. Try to use only one language. 

The purpose of modeling the business process is to describe the process clearly to a 

human and analyze it qualitatively to find inefficiencies. The language needs to support the 

informational view of a business process to track the flow of contact data and information. The 
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organizational view is also needed — to represent how the stages of outreach can be handled 

by different actors. The criteria above ruled out all languages but EDOC and UML2 (Mili et al., 

2010) as evidenced by Figures 5 and 6. Considering that EDOC is technically an extension of 

UML2, the latter was chosen for all the diagrams in this paper.  

 

Figure 5 

A Comparison of Process Modeling Languages in Terms of Coverage 

 

Note: This figure shows, which of the four views of a business process are supported by each 

modeling language: informal, describing elements of the process, functional, describing the 

transformation of the elements, dynamic, describing the timing of the process, organizational, 

representing assigned responsibility and actors. From “Business process modeling languages: 

Sorting through the alphabet soup” by H. Mili, G. Tremblay, G. B. Jaoude, É. Lefebvre, L. 

Elabed, G. E. Boussaidi, 2010, ACM Computing Surveys, Vol. 43, No. 1, p. 52 (DOI: 

10.1145/1824795.1824799). Copyright 2010 by Association for Computing Machinery. 
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Figure 6 

Potential Uses of the Various Languages 

 

Note. This figure compares modeling languages along the potential use dimension of a process 

model: description, to either a machine or human, analysis, qualitative (for reengineering) or 

qualitative (for detecting bottlenecks); enactment, for simulation or execution. From “Business 

process modeling languages: Sorting through the alphabet soup” by H. Mili, G. Tremblay, G. B. 

Jaoude, É. Lefebvre, L. Elabed, G. E. Boussaidi, 2010, ACM Computing Surveys, Vol. 43, No. 

1, p. 53 (DOI: 10.1145/1824795.1824799). Copyright 2010 by Association for Computing 

Machinery. 

3.2. Analyzing “as-is” process of outreach 

The main goal of outreach at Travelpayouts is to attract new partners to the network. 

The goal is achieved by placing in-context mentions of Travelpayouts where the target 

audience, webmasters and content creators with travel traffic, might see it (Figure). The 

resources include affiliate program directories, articles about content monetization, affiliate 

income, travel content creation, marketing in travel, and others. 
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Figure 7 

Outreach Placement for Travelpayouts 

 

 

Outreach at Travelpayouts is not focused on SEO, and the desired outcome is a text 

mention, that persuades the reader of the resources to join the network. Although, any kind of 

link, nofollow or dofollow, is welcome, raising brand recognition and trust is key. 

The process can be divided into 7 subprocesses:  

1. plan campaign 

2. select resources 

3. find contacts 

4. reach 

5. negotiate 

6. place mention 

7. measure effect 
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The processes are started sequentially, one after the other. However, “reach”, 

“negotiate” and “place mention” are then performed in parallel as responses from webmasters 

arrive. The timing of the subprocesses is schematically represented in Figure. 

 

Figure 8 

Schematic Representation Of Subprocess Timing 

 

3.2.1. Elements of the process 

The general process of outreach has been broken down in Section 1 of this paper. At 

Travelpayouts, the process retains the same structure. To understand what elements (materials, 

information, systems, specialists, etc.) are involved in the process a modified SIPOC diagram 

was created (Table 6).  
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The diagram of Suppliers, Inputs, Processes, Outputs, and Customers (SIPOC) is an 

instrument that summarizes the inputs and outputs of a process. According to the American 

Society of Quality, SIPOC is used before the start of the process improvement to identify all 

relevant elements of the process and the links between them (Quality Glossary of Terms, 

Acronyms & Definitions, n.d.). The diagram also helps to identify gaps such as excess outputs 

and process steps, inefficiencies, and missing inputs (SIPOC (suppliers, Inputs, Process, 

Outputs, Customers) Diagram, 2016).  

The “Customers” column was removed from the original framework for this analysis. 

Since the process is mostly conducted by one worker, the outreacher, they remain the customer 

through all but the last stage of the process.  

No excess outputs were identified using the diagram. However, a plethora of missing 

input data and documentation (notably at the last stage) was noted and is described in depth in 

Section 3.2.3.  

One of the inputs of the process as indicated by the diagram is the ‘spreadsheet’, which 

is a reference to the Google Sheet that is used to record the process and results of outreach. 

The table is store on the company Google Drive, a cloud-based restricted-access file storage 

system.  

The spreadsheet for tracking outreach efforts was created on the basis of the legacy 

table (Figure 9) and gradually expanded based on practical requirements. The spreadsheet was 

automated with formulas, data validation, filters, conditional formatting for highlighting deals in 

different stages, and with Google Apps Scripts. 
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Table 6 

Suppliers, Inputs, Processes, Outputs, and Customers diagram for outreach at Travelpayouts  

Suppliers Inputs  Process Outputs 

manager company strategy 
results of the previous 
campaign 

plan campaign task with objectives 

manager 
 
SEO-specialist 
outreacher 

task with objectives 
list of ranking keywords 
initial parsed list of URLs 
selection criteria 
spreadsheet 

select resources list of URLs 

outreacher list of URLs 
search engine 
social media 
contact searching tools 

find contacts list of contact 
details 

company 
outreacher 

email client  
templates  
social media 

reach record of 
communication  

outreacher & manager 
outreach 
outreacher 

offer (payment, barter) 
templates 
negotiation skills 

negotiate deal terms 

finance team, payment 
processor (PayPal, bank, 
etc.) 
member of the marketing 
team 
outreacher or copywriter 

payment/promo activity 
social media 
text for the placement 
 

place mention mention of 
Travelpayouts on 
the webpage 

manager / outreacher  measure effect  

 

Within the tracking environment, Google Sheets, separate sheets are used for outreach 

tracking and reporting. Sheet “status” contains information about, which resources are of 

interest and what has been done to obtain a mention from them, as well as other information. 

The table consists of 13 columns (Figure):  

1. “source”, that records the origin of the URL; 

2. “keyword”, that holds the keyword it ranks for if the resource was parsed; 
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3. “url” with the address of the resource; 

4. “status”, where the stage of the deal is marked; 

5. “comments”, where the progression of negotiations is recorded; 

6. “last contact”, a column filled and rewritten automatically by a Google Script when 

changes are made to a corresponding “status”, “comments” or “results” fields; 

7. “results”, that holds the terms of the negotiations, if they are successful; 

8. “name” with the name of the contact person for the URL; 

9. “email” the person’s email address; 

10. “alt contact”, where social media contacts, phone numbers, etc. are recorded as back-up 

communication channels or in absence of an email address; 

11. “next step” holds directions for the upcoming communication; 

12. “when” indicates the supposed date of the next communication and serves as a 

scheduling tool in combination with the filter view; 

13. “theme” states the overall theme of the resource. 

 

Figure 9 

Table Used to Track Outreach 

 

Note: Data was removed from the “contacts” column at the request of Travelpayouts. 
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The sheet “results” helps to evaluate the effectiveness of the outreach and report on the 

results (Figure). The user chooses the year and month from the drop-down list and immediately 

sees the results of outreach efforts for that period.  

Information from this automatically created table is used to track KPIs during the 

iteration, to prepare a slide in a presentation that the marketing department shares with the rest 

of the company at the end of each iteration and to create monthly, quarterly and yearly reports. 

The information is also used by managers and HR to assess that worker during “review” 

periods.  

 

Figure 10 

Table Used for Reporting the results of Outreach 

 

 

3.2.2. The flow of the process 

To understand the flow of the process “as-is” several activity diagram were constructed. 

According to Bennett (2004), an activity diagram describes the dynamic behavior of a system by 

mapping activities and actions. In the later part of this paper an activity diagram is used in its 

other application: to plan an executable system by using forward engineering (UML - Activity 

Diagrams, n.d.). 
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The diagram in Figure 11 demonstrates the high-level flow of the process. It is divided 

into swimlanes, areas assigned to different actors, to indicate the members of the team and 

outside parties that participate in the process of outreach. The actors in outreach are the 

outreach, the marketing manager that supervises the outreach and determines the direction of 

work, the SEO specialist, and a webmaster. Comments on the diagram provide context for the 

steps of the process.  

 The process is divided into subprocesses. The activities Figure 11, 12, and 13 are 

numbered to show, which subprocess they belong to. The activities numbered 1 are part of the 

“plan campaign” subprocess, are performed by the manager, and typically take up around one 

business day.  

The activities numbered 2 pertain to the “select resources” subprocess. The part that is 

performed by the SEO specialist takes up to 0.5 business days, but additional two days are 

always assumed to account for the specialist’s higher-priority tasks and for passing the 

information. The outreacher spends another 0.5 of a business day on the purging of the list.  

Activities that are part of the “find contact information” subprocess (numbered 3) take up from 

one to two business days to complete, depending on the size of the resource list. They are 

performed by the outreacher.  

“Find contact information” concludes the preparation phase for the campaign. The “reach 

resource editors” subprocess (activities numbered 4) is initiated first and then done in parallel 

with activities of “negotiate terms” (numbered 5) and “place mentions” (numbered 6), as the 

responses from webmasters arrive. They comprise the active phase of the campaign and take 

several months to complete. During this period the time commitment of the outreacher is 

uneven as responses from webmasters arrive unpredictably.  

The last stage of the outreach process is “measure results” and is numbered 7 on the 

diagram. It is done by the manager due to information access restriction. It takes one to two 

business hours depending on the amount of concluded deals.  
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Figure 11 

Activity Diagram of the Process of Outreach “As-Is” 
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The diagram in Figure 12 zooms in on the process of preparing the list of URLs. This 

bundle of tasks is performed by the outreach before the start of the campaign. Its purpose is to 

purge the initial list of unsuitable resources first and then find contact information (name of the 

person with power to edit the resource, their email address, their social media) for the resources 

that remain in the list.  

 

Figure 12 

Activity Diagram Showing URL List Preparation: the Process for Each URL in List 

 

Figure 13 demonstrates the process of working with one resource during an outreach 

campaign. This process is the same for all resources. The work with all resources is started at 

the same time and then done in parallel. 
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Figure 13 

Activity Diagram Showing the Process of Working with Each Resource During an Outreach 

Campaign  
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3.2.3 Improvement points 

Analysis of the business process of outreach at Travelpayouts highlighted several 

tracking blindspots. Some of them arise from poor communication between teams and others 

from inefficient workflows and the use of outdated tools. Common solutions for removing 

blindspots within a business process are automation, data harmonization, formalization, and 

simplification of procedures.  

In Figures 11, 12, and 13 activities that lack transparency have a bold outline. The exact 

description of the blindspots and recommendations according to analysis are provided in Table 

7. 

 

Table 7 

Outreach at Travelpayouts: Diagnosis of Tracking Blindspots and Recommendations 

Activity Reason for ambiguity Recommendation 

1.2. Create list of 
campaign 
keywords 

The approach to 
gathering campaign 
keywords is unclear. The 
SEO specialist receives a 
list of keywords with little 
additional directions. 

The process of gathering campaign 
keywords should be formalized into a written 
algorithm to prevent knowledge loss (“How 
to select resources for outreach”). It has to 
include a list of ever-green keywords that 
the company aims to rank for 
(“Travelpayouts ranking keywords”). 
Campaign-specific keywords should be 
gathered based on search statistics and 
keyword difficulty.  
 
The SEO specialist has to receive an 
unambiguous task with a specified depth of 
parsing and parsing criteria. 

2.1. Parse search 
engine results for 
keywords 

The action is performed 
by a specialist that is not 
part of the Travelpayouts 
team. It limits supervision 
and increases the length 
of the process. Limited 
understanding of the 
context of the task also 
prevents the worker from 

The process of gathering resources should 
be handled internally and, if possible, 
completely automated.  
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Activity Reason for ambiguity Recommendation 

using his expertise to 
provide the best results, 
ones that go beyond 
direct instructions. 

2.3. Decide 
whether page is 
relevant to the 
campaign  

There are no formalized 
criteria for resource 
selecting and purging.  

An algorithm should be created for resource 
relevancy evaluation to prevent exclusion of 
valuable pages and inclusion of pages 
where placements are not worth the 
outreach effort (“How to select resources for 
outreach”). 

5. Negotiate terms 
of placement 

The current environment, 
Google Sheets, does not 
allow storing 
communication history. 
The table also has to fill 
out manually, which 
leads to information loss. 
 
The outreacher now 
negotiates using vague 
guidelines and their own 
judgment. 

A different environment that would allow for 
communication history storage should be 
chosen. One of the criteria for the choice of 
the environment should be the inevitability of 
recording data.  
 
An internal list of bargaining arguments 
should be created (“How to negotiate in 
outreach”). It should contain possible 
promotional opportunities with threshold 
requirements. 

7.2. Measure effect The metrics are not 
chosen, and their target 
values are not set. 

A list of metrics and their target values 
should be created (“Assessing outreach”). 

 

In this section, the “As-Is” process of outreach at Travelpayouts was described and analyzed. 

First, the methodology of analysis was determined. Second, the process, its goals, and 

elements were defined. Third, the process description was translated into an algorithm and 

visualized using an activity diagram in UML. The diagram was deemed a clear representation of 

the process by a third-party expert (personal communication, Mar 15, 2021). Finally, 

inefficiencies and blindspots were identified in the processes, and recommendations were given 

for addressing them. The resulting table was reviewed by a representative of Travelpayouts 

familiar with the process of outreach. Research Task 3 was completed in this section. The 
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gained understanding of the current system and its flaws serves as a basis for constructing the 

new system, which is done further in this paper.  

4. Designing the System for Conducting Outreach at Travelpayouts 

The goal of this research is to compile a system of conducting outreach. The system 

must allow tracking, evaluating, and improving the effectiveness of the effort, so a performance 

measuring system must be created. In order to collect the data for measuring performance, a 

reliable tracking environment must also be chosen. In this section metrics for assessing the 

process are chosen, a Key Performance Indicator (KPI) is set, a tracking environment is 

selected, and for the untransparent activities within the process guiding documentation is 

selected. 

All elements of the system must be chosen in accordance with the strategic goals of the 

company. The following are those goals that can be achieved through outreach and through 

process reengineering efforts. The goals below are presented in a non-concrete form, not 

formulated using the SMART methodology to protect company data and interests: 

● acquiring partners to maintain and grow revenue stream for Travelpayouts and brands; 

● growing brand awareness in the global market; 

● establishing and growing brand authority in the global market; 

● optimizing the use of human resources; 

● increasing transparency of operations; 

● digitally documenting the processes and knowledge within the marketing team to ensure 

the heritability of company-produced knowledge (personal communication, March 21, 

2021). 

Even though performance measurement is a ubiquitous practice with many developed 

frameworks, there is a distinct lack of guidance on choosing and implementing performance 

indicators (Van Looy & Shafagatova, 2016). One reason for it is that the choice of metrics is 
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highly dependent on the specifics of an organization's processes and goals (Norton & Kaplan, 

1999). Therefore, the metrics for assessing outreach at Travelpayouts will be chosen based on 

the specifics of the process demonstrated in Section 3.2.2. Although the canon metrics 

identified in the literature review (see Table 4) will be considered, metrics developed during the 

empirical study will be given priority.  

4.1. Choosing metrics  

A metric, in a business context, is a quantitative measure that reflects the effectiveness 

or status of a process (KlipFolio, n.d.). In his Harvard Business Review article Michael 

Mauboussin states that the purpose of a metric is to “allow you to understand, track, and 

manage the cause-and-effect relationships that determine your company’s performance” (The 

True Measures of Success, 2012, sec. “Picking Statistics”).  

As demonstrated in Section 1.4.1, a variety of metrics is used to track outreach. Some 

were adapted from the field of PR, others are borrowed from SEO work. This reflects the 

dimensionality of outreach. It can have vastly different objectives that are achieved through the 

same process and means. This also highlights the importance of keeping the goals of a specific 

company, sometimes even a specific campaign, in mind when choosing the metrics. At the 

same time, the metrics have to be constant for a substantial period of time to allow for hindsight 

perspective and process improvement (The True Measures of Success, 2012). 

Popular metrics were assessed using the METRIC framework developed by Sullivan et 

al (2004) as seen in Table 8. METRIC is an acronym that stands for: 

● Measurable, meaning it can be represented by a number; 

● Easy, meaning that the necessary data is readily available and the relationship between 

the metric and the process is clear; 

● Timely, meaning that it measures that it provides feedback while the process can still be 

modified; 
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● Repeatable, meaning that necessary data can be collected and analyzed over several 

periods; 

● Insightful, meaning that it brings to attention information on the process that was 

unknown; 

● Controllable, meaning that its value can be changed as a result of changing the process. 

 

The system helped to ensure that those that were adopted would be easy to measure, 

representative and useful. Since the initial list was gathered as a result of literature review, 

some metrics were not relevant to Travelpayouts’ goals. Those were not considered.  

 

Table 8 

Assessment Of Popular Outreach Metrics 

№ Metric Measurable Easy Timely Repeatable Insightful Controllable 

 campaign metrics       

1 links/mentions placed + + + + 0 + 

2 response rate + + + + + + 

3 open rate + + + + + + 

4 placement rate + + + + + + 

5 emails sent + + + + 0 + 

6 decline rate + + 0 + 0 0 

7 cost of outreach + 0 0 + + + 

8 time to first placement + + + + 0 0 

9 total $ value of links/mentions 0 0 0 + + 0 

 placement page metrics       

10 domain authority  + + + + + 0 

11 reach + 0 0 + + 0 

12 Impressions + 0 0 + + 0 

13 total domain authority + + + + 0 0 
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№ Metric Measurable Easy Timely Repeatable Insightful Controllable 

14 relevance + + + + + 0 

15 Alexa ranking + + + + 0 0 

16 SERP position + + + + + 0 

17 traffic + + + + + 0 

 effect on home resource       

18 referral traffic + 0 0 0 + 0 

19 referral traffic behavior 0 0 0 0 + 0 

Note: In the table a “+” sign in a cell means that a give metric satisfies and given criteria and a 

“0” means that it does not.  

 

As a result of the assessment metrics 2, 3, and 4 were adopted to provide more 

transparency for activities and subprocesses that lacked it, according to analysis in Section 

3.2.3.  These metrics will serve to collect data to make outreach more effective. To 

disambiguate the choice of whether to renew a paid deal after its expiration, another metric was 

added — partner acquisition cost. All metrics, their target values and their purpose are 

presented in Table 9.  

Metrics 10, 14, 16, and 17 are useful, but beyond the control of the outreacher, so they 

could not be used to assess outreach campaigns. Instead, they were chosen as criteria for 

selecting resources in “How to select resources guide” further explained in Section 4.2. 
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Table 9 

Metrics For Measuring The Effectiveness Of Outreach  

Metric Target 
Value 

Purpose Subprocess 
Measured 

Open rate for each template 
— the number of emails 
opened divided by the number 
of emails sent. 

25%a To measure the 
effectiveness of the 
subject line (pitch 
quality). 

“reach” 

Response rate for each 
template — the number of 
responses divided by the 
number of emails sent. 

15%b To measure the quality 
of the email body (pitch 
quality) 

“reach” 

Placement rate  (negotiation 
success rate) —  the number 
of placements divided by the 
number of responses.  

50%b To measure 
outreacher's productivity 
and negotiation skills 

“negotiate” 

Partner acquisition cost — 
number of registrations 
arriving from URL divided by 
the cost of placement, 
calculated yearly for paid 
placements.  

$3 - $8, 
depending 

on the 
income of 
the gained 
partnersb 

To measure expediency 
of outreach for partner 
acquisition and 
relevancy of the 
resource 

“select resources”, 
“negotiate” 

 

Note: a(Campaign Monitor, n.d.), b(personal communication, April 6, 2021) 

4.2. Formalizing the process 

 The analysis of tracking blindspots presented in Table 7 called for several artifacts to be 

created. The documentation serves as a guideline for conducting activities. Atlassian defines 

documentation as “ the practice of authoring and maintaining clearly detailed processes and 

procedures for reference by your internal team members” (How to Ace Internal Documentation, 

n.d., sec. What is internal documentation).  Documentation would benefit the process of 

outreach in several ways: 

● Reducing the cost of the process by saving the current workers time and expediting 

onboarding; 
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● Increasing consistency of results and allowing for more flexibility in execution by 

clarifying expectations; 

● Increasing knowledge retention; 

● Promote knowledge sharing in the company as a whole (Atlassian, n.d.). 

To document the process of outreach a manual “How to do outreach” was created. It 

describes the basic principles of doing outreach, its goals within the company and general 

workflow. It also includes the following sections: 

● “Travelpayouts ranking keywords” — a list of ever-green keywords that the company 

aims to rank for; 

● “How to select resources for outreach” — a manual detailing the process of gathering 

campaign keywords, assessing resource quality and relevancy using metrics 10, 14, 16, 

and 17 from Table 8.   

● “How to negotiate in outreach” — a list of bargaining arguments, promotional 

opportunities for resource owners and threshold requirements for qualifying for them. 

● “Assessing outreach” — a list of metrics and their target values (see Table 9) with 

instructions on how to collect data.  

4.3. Choosing a tracking environment 

Section 1.4.2 of his paper provided an overview of different contact storage and tracking 

environments: spreadsheets, email clients, and software. Software solutions were clearly the 

most convenient and efficient. However, the market of software solutions suitable for outreach is 

extensive and non-homogenous: more than 2500 CRMs, PR solutions, and link-building tools.  

Regular CRMs are built around achieving goals that outreach does not pursue — 

making sales. They are designed for sales departments and are focused on revenue tracking 

and prediction. Outreach works with webmasters, instead of customers. Outreachers either 

negotiate non-monetary exchanges or pay the webmasters, which is the opposite flow of cash. 
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This discrepancy means that CRMs are simply inconvenient for outreachers. In addition to this, 

CRMs lack the functionality of building lists of target resources, forcing outreachers to outsource 

the task or switch to other tools to complete it. In both cases, the company bears extra costs. 

For this reason, CRMs that were not specifically adapted to outreach or digital PR were not 

considered.  

To significantly narrow down the field of software solutions considered, budget 

constraints were converted into elimination criteria. The software solutions have to be web-

based, not hosted on premise, and they have to cost less than $50 per worker (personal 

communication, March 2, 2021). Budget constraints also demand that the solution does not 

require extensive training to be implemented and that it has an accessible support team that can 

help manage arising issues (personal communication, March 2, 2021). The company also 

strives to avoid moving from solution to solution because of the time cost of such a move, so the 

solution has to be actively maintained and improved (personal communication, March 2, 2021). 

These criteria rule out software solutions with a small user base because the team behind them 

might be too small to keep up with the rapid development of tracking environments. The criteria 

also rule out industry giants that target large corporations because of the higher cost of their 

services. 

The metrics chosen in Section 4.1 serve as another set of elimination criteria. The 

chosen software solution must automatically track the open rate and response rate for each 

template. The metrics and budget constraints comprise the following set of qualifying criteria: 

● The solution is cloud-based. 

● The solution costs less than $50 per user a month. 

● User support is available.  

● The solution is in constant active development. 

● The template open rate is calculated automatically. 

● The template response rate is calculated automatically. 
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To arrive at one solution, comparison criteria need to be chosen. Over the period of 8 

months (from July 2020 to March 2021), an empirical study was conducted. During the 

fieldwork, outreach was tracked in a spreadsheet (see Figures 9 and 10). It served as an 

evolutionary prototype, a system that was refined over time (Davis, 1992). Features (columns, 

automations) were added and changed as a result of user observation. Whenever the user 

encountered a problem or thought of a feature, it was recorded and, if possible, created. Then 

the user would try the new configuration in practice and note the changes needed. Lacking 

features that could not be realized in spreadsheets were recorded separately. That list was 

moderated and added to over the course of interviews with PR, marketing, and business 

development professionals.  

The features present in the final list are beyond the basic functionality that all CRMs, PR, 

and link-building software solutions share. Yet, user observation demonstrated that they are 

necessary for conducting outreach effectively. The following features comprise the criteria for 

comparing software solutions that satisfy all qualifying criteria:  

● deal prioritization 

● pipeline automations such as conditional emails 

● editable notes 

● discreet email opens' tracking 

● deal filtering including that by date of the last change 

● bulk edit of deals, contacts, and organizations 

● deal reminders 

● customizable sender signature 

● “undo send” feature (personal communication, March 15, 2021) 

Overall, 20 solutions were considered. All of them satisfied all qualifying criteria, but only 

one of them possessed all functionality listed above — Respona. It is an “all-in-one digital PR, 
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influencer marketing, and link building software that combines personalization with productivity” 

(Respona: All-in-One Digital PR and Link Building Software, 2019). 

Respona’s functionality encompasses everything that was done in the spreadsheets, for 

example storing contacts, tracking deal status. In most areas Respona outperforms 

spreadsheets by automating tasks. For instance, in spreadsheets communications had to be 

summarized and written up into the “comments” column, and Respona logs and saves the full 

text of interactions, as well as allows to leave extensive notes on them. Respona also poses 

additional functionality that celiminates certain subprocesses. The full extent to, which the 

environment changed the flow of the process is demonstrated in Figures 14, 15, and 16 found in 

Section 4.5. 

4.4. Setting KPIs 

Key performance indicator (KPI) — a value that reflects companies’ performance in 

achieving business objectives (KlipFolio, n.d.). KPIs are descriptive. They measure what has 

happened within a specified time period and assign a value that represents the degree of 

success. This allows companies to track their progress and modify their strategies. KPIs can 

also be used to predict companies’ progress towards their goals based on historical data (John 

Reh, n.d.; KlipFolio, n.d.). 

After analyzing the process of outreach and its objectives (Section 3.2) and how they tie 

into the company’s overall strategic goals (Section 4), the KPI was set at 10 units of exposure 

for 40 hours of work. To represent the work that went into placing a mention or organizing 

promotion and to reflect the effect from each system of units was adopted.  

Units of exposure in this case are determined quantities of value. Unlike placements, 

units of exposure take into account the quality of the target resource: domain authority, quality, 

and relevance of content, search engine position for a target keyword. They reflect 

characteristics and results of the placement or promotional activity and can be summed (see 
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Table 10). For example, a placement on a web page that has content interesting for the target 

audience (relevant for a target keyword), is displayed on the first page of the search results, and 

receives more than 100 unique visitors per month will be valued at 1.5 units. 

Table 10 

Examples of Unit Measurements for Different Types of Exposure 

Exposure characteristic Value of exposure, 
units 

Placement URL content is relevant for a 
target keyword.   

0.5 

The placement URL is on the first page of the 
search results for a target keyword. 

0.5 

Placement URL has more than 100 unique 
visitors a month from organic search. 

0.5 

The email campaign containing placement 
had a reach of more than 1500 (opened 
emails). 

1 

A promotion containing placement (any form 
other than email) had a reach of at least 3000 
people (impressions). 

1 

 

The KPI was set at 10 units of exposure for 40 hours of work. The target number of units 

was reached based on the data of the work done in the previous 8 months and its results, which 

were converted into units according to the system exemplified in Table 10.  
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Table 11 

Outreach Results in Units for 60 Hours a Month 

Month Units 

August 8.5 

September 5 

October 5.5 

November 10 

December 14 

January 3 

February 9 

March 6 

Average 
result 7.6 

 

Another basis for the KPI is the results achieved in April and May 2021, after the partial 

implementation of the system (see Table 12). Although it must be noted, the results for both 

months are hardly representative. April saw a lot of carry-over agreements from previous 

months. The May results were recalculated from 5 units of exposure in 20 hours of work.  

 

Table 12 

Outreach Results In Units For 40 Hours A Month 

Historical average 
recalculated 5 

April 10 

May 10 

 

 

Overall the KPI of 10 units of exposure a month with a distributed 40-hour workload is an 

ambitious bar. The metric demonstrates a 50% cut in the overall cost of performing outreach. It 
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sets a high standard for both the quality of media and the quantity of exposure, which reflects 

the company’s strategic goals. 

4.5. Results 

The system for conducting outreach was developed: metrics were chosen, KPI set, 

environment selected, the process documented. If fully adopted the system would significantly 

simplify the process of outreach (see Figures 14, 15, and 16). For example, subprocess “find 

contacts” is no done without leaving the work software and the contacts are found automatically. 
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Figure 14 

 Activity Diagram of the Process of Outreach “To-Be” 
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Figure 15 

Activity Diagram Showing URL List Preparation 
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Figure 16 

Activity Diagram Showing the Work with Each Resource in an Outreach Campaign 
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To prove that the new system accomplishes the set goal — allows tracking, evaluating, 

and improving outreach at Travelpayouts — activities that were identified as tracking blindspots 

before a reexamined in Table 13. Recommendations are reprinted for context from Table 7. 

 

Table 13 

Results of the Elimination of Tracking Blindspots 

Tracking 
blindspot 

Recommendation Results 

1.2. Create list of 
campaign 
keywords 

The process of gathering campaign 
keywords should be formalized into a 
written algorithm to prevent 
knowledge loss (“How to select 
resources for outreach”). It has to 
include a list of ever-green keywords 
that the company aims to rank for 
(“Travelpayouts ranking keywords”). 
Campaign-specific keywords should 
be gathered based on search 
statistics and keyword difficulty.  
 
The SEO specialist has to receive an 
unambiguous task with a specified 
depth of parsing and parsing criteria. 

“Travelpayouts ranking 
keywords” list was created. The 
process of selecting campaign 
keywords was recorded in “How 
to select resources for 
outreach”.  

2.1. Parse search 
engine results for 
keywords 

The process of gathering resources 
should be handled internally and, if 
possible, completely automated.  

The chosen environment offers 
a simple way of compiling the list 
of target resources, making the 
involvement of the SEO 
specialist unnecessary. 

2.3. Decide 
whether page is 
relevant to the 
campaign  

An algorithm should be created for 
resource relevancy evaluation to 
prevent exclusion of valuable pages 
and inclusion of pages where 
placements are not worth the 
outreach effort (“How to select 
resources for outreach”). 

“How to select resources for 
outreach” was created to provide 
guidance on choosing 
resources. The new way of 
compiling the resource list also 
excludes the irrelevant and low-
quality resources at the stage of 
setting filters (activity 2.3.).  

5. Negotiate terms 
of placement 

A different environment that would 
allow for communication history 
storage should be chosen. One of 
the criteria for the choice of the 

The created “How to negotiate in 
outreach” guide details 
negotiation algorithm.  
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Tracking 
blindspot 

Recommendation Results 

environment should be the 
inevitability of recording data.  
 
An internal list of bargaining 
arguments should be created (“How 
to negotiate in outreach”). It should 
contain possible promotional 
opportunities with threshold 
requirements. 

The chosen environment 
automatically saves the history 
of communication and provides 
easy access to it.   

7.2. Measure 
effect 

A list of metrics and their target 
values should be created 
(“Assessing outreach”). 

Metrics were chosen and target 
values were set (see Table 8 
and Section 4.4). “Assessing 
outreach” covered the 
application of those metrics.  

 

In addition to solving the problems discovered during the analysis, the new system (even 

partially implemented) significantly improved the results of outreach. As described in Section 

4.4. the overall cost of the process saw a 50% reduction. It is also reasonable to assume that 

the quality of outreach improved, and the effects will be evident that the next partner acquisition 

assessment mark.  

In this section of the paper outlined the components of the system “To-be” and explained 

their necessity. The metrics for assessing the effectiveness of outreach and the environment for 

tracking were chosen. Both were approved by the Travelpayouts experts. It is also proven the 

designed system solves the managerial challenges that Travelpayouts experienced before in 

outreach. The process “To-Be” is documented in subsection 4.5, and is deemed as clear by 

third party experts. Research Tasks 4 and 5 are completed in this section.  
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Conclusion 

This research was devoted to designing a system for conducting outreach at Travelpayouts. 

Outreach is a poorly documented area of business, with little academic coverage and disjointed 

internet coverage of questionable quality. Therefore, one of the tasks set and achieved by this 

paper was to define outreach, provide an overview of the managerial challenges associated with 

this field, and review the common practices of tracking and evaluating the effectiveness of 

outreach efforts (see Section 1). This constituted the theoretical value of the research, while 

also providing a basis for the practical part – compiling the system.  

Section 2 of this paper examined the business context of the process that was to be 

redesigned. Travelpayouts structure, business model, and goals were outlined. Section 2.2 

provided a brief overview of the evolution of approaches to outreach and its objectives, which 

helped to understand the process “As-Is”.  

The process was mapped using SIPOC and UML activity diagrams in Section 3. Bottlenecks 

and tracking blindspots were diagnosed and described. Recommendations for their rectification 

served as guidelines for system design and as benchmarks against which the system was 

judged.  

Section 4 focused on the development of the new system. Metrics of outreach effectiveness 

and efficiency were chosen from the literature review conducted in Section 1.4.1 and adapted 

from the empirical study. The empirical study also helped determine the criteria for choosing the 

software environment. The results of expert interviews and conclusions from prototyping also 

contributed to list of criteria. PR and link-building tool, Respona, was chosen as the new 

process environment. And the new flow of outreach was mapped using UML activity diagrams. 

Supporting documentation was created that helped disambiguate problematic parts of the 

process.  
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The goal of this paper - to compile a system of conducting outreach that would allow 

tracking, evaluating, and improving its effectiveness – was achieved. The resulting system 

aligned with company goals, eliminated bottlenecks and tracking blindspots, and was approved 

by company representatives. After it was partially implemented the cost of the process 

decreased by 50%, which was reflected in the newly set KPI value.   
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