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Make the most of your time 
Optimise your marketing department 

 

Time tracking unlocks possibilities for fine-tuning your business activities and 

meeting short- and long-term goals. 

 

We have achieved a clear view and the necessary data to optimise our 

marketing efforts and make the most of our investments. Key goals are 

achieved faster and more efficiently. 

 

We have also improved in managing resources, scheduling and assignment 

coordination, resulting in a well-oiled sales and marketing machine. 

 

This white paper offers tips and tricks to get started, and we hope it will 

inspire you to employ time tracking in your marketing department. 

 

Enjoy! 

Tracking time in marketing 

Find out how we at TimeLog track our time to optimise 

marketing activities and measure performance 
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1 Time tracking as a compass 

1.1 1.1 Marketing cannot be measured – but time can 

This white paper is intended for marketing staff who are currently using TimeLog 

Project or contemplating to adopt a time tracking system. The aim of this document 

is to describe how our own marketing department uses TimeLog Project daily to 

keep track of its many projects. As such, the white paper covers the importance of 

time tracking, even if your marketing department does not invoice working hours, and 

how the data collected in TimeLog Project can foster various marketing activities and 

performance analyses.  

 

The assignments of a marketing department are many and varied – some long-term, 

some urgent. Still others are operational in nature or one-off projects. We work in an 

ever-changing environment of immediate action and deprioritising of current jobs, 

which makes prioritising assignments and maintaining a clear view of the schedule 

crucial. 

 

Generally speaking, a marketing department is a cost centre (i.e., a department with 

unbillable expenses), so its members need to be able to document their time and 

costs in order to assess whether the company's investments have been targeted 

optimally. This also highlights the value added by the marketing department to the 

company.  

This can help dispel the myth that marketing efforts cannot be measured.  

 

1.2 Getting started with time tracking 

In TimeLog's marketing department, we use TimeLog Project to manage our time 

and projects. This allows us to get a clear view of the tasks and projects which are: 

 

 the most time consuming 

 deprioritised 

 urgent jobs from other departments pushing back current projects 

 exceeding the estimated time budget 

 the most costly for the in-house department. 

 in need of short-term resources 

 candidates for outsourcing, as they are too time consuming. 
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“In the 

marketing 

department, 

we 

distinguish 

between two 

project 

types: 

operating 

and 

investment” 

 

 

2 How we spend our time 

2.1 Taking our own medicine 

Given that we market and provide time tracking services, we of course take our own 

medicine – which may seem daunting if you are not used to tracking your time. That 

is why most of our users start out with simple projects before gradually expanding 

the scope of their project management in connection with, for example, a major SEO 

optimisation assignment. Typically, they would like to know which SEO assignments 

are needed, and which are the most time consuming. 

 

In the marketing department, we distinguish between two project types: operating 

and investment. Operating projects consist of work in progress, e.g. SEO, website 

maintenance and managing Google AdWords. Investment projects are one-offs or 

projects that may evolve into operating projects if we believe them to be profitable.  

 

An example of this is when we started our social activities, such as the TimeLog 

MeetUps and seminars. These started as an investment project, since they were 

finite, and we evaluated whether they were successful. We felt they were, so we 

scheduled future events alongside our normal activities and created a new operating 

project. For further information on the difference between operating and investment 

projects, please see the Time tracking in TimeLog Project white paper. 

 

Our level of detail serves as a concrete basis from which to make informed 

decisions. If our goal is to spend ten hours a week on AdWords optimisation, but our 

time registrations show that we only use three, then we need to re-prioritise 

assignments or perhaps outsource some of them. Without this level of detail and just 

a project called "Online marketing" containing time tracked on AdWords and SEO, 

amending our workflows and priorities becomes difficult because we have no clear 

picture of which tasks take up most of our time. 

 

  

http://help.timelog.com/media/1611/time-tracking-in-timelog-2015.pdf
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All the external costs associated with a project are also registered in TimeLog 

Project, giving us a clear picture of the total costs. This allows us to go back in time 

and see our expenses for external consultancy, thus eliminating the need to ask the 

financial department to see previous bills. Similarly, we are able to constantly 

compare the actual costs with our budgets and thus fully monitor our total 

department costs. 

  

       

    Figure 1  

    Task plan for our SEO project including subtasks. 

 

 



 

6  

White paper 

 

3 Improved project and resource management 

With the TimeLog Project resource planner, you can easily prepare for the weeks 

ahead. The tool provides a complete overview of your prioritised projects, while 

ensuring that no deadlines are forgotten. Holidays, days off, etc. are all part of a 

planner which takes resource scheduling to the next level. 

 

The tool empowers employees by granting partial responsibility for scheduling and 

prioritising work. It is therefore a good idea for each employee to plan for the week 

ahead, e.g. every Friday afternoon, thereby increasing efficiency by not having to 

constantly consider next week's assignments. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Based on this scheduling, we can see whether plans are being met, or whether new 

urgent projects are pushing back current ones.  

For this purpose, we follow up using the Booked work vs. registered work report to 

ensure that no assignments are forgotten, and we decide actively whether planned 

hours should be rescheduled sometime next week or moved to another time. 

 

You can also use the resource planner form long-term scheduling and adding 

marketing assignments, which together constitute an overall marketing plan and 

activity calendar. 

 

Figure 2  

Section of the TimeLog Project resource planner and example of scheduling a week's work. 
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For further information, please see the Resource management in TimeLog Project 

process document. 

 

4 Borrowing resources from other departments 

We use TimeLog Departments to classify our employees into different departments. 

This gives us a clear view of the amount of resources shared amongst departments, 

and often explains why some of our assignments exceed their due dates. For 

example, we might find that the sales or consultancy department has borrowed 

resources from the marketing department.  

 

This is a two-way street, as it allows the development team to view the amount of 

resources lent to the marketing department. We can then make an informed decision 

whether to outsource certain marketing assignments in order to protect other 

important projects. For this purpose, it is a matter of assessing which is more costly: 

our in-house developers or an external specialist. The end result is an optimal 

utilisation of our resources based on an active choice instead of just going for 

business as usual.  

 

5 Time tracking as an analysis tool 

Based on the department's time registrations, we are given a powerful analysis tool 

capable of showing us which assignments are the most time consuming, and which 

are consistently deprioritised. 

 

For this purpose, our marketing department uses the following reports: 

 

5.1 Time registrations per project/employee 

This report is ideal for presenting the total time spent per project during a given 

period and the assignments which have been the most time consuming. The report is 

based on either project- or employee-specific data.  

As such, it can be used for employee interviews to see whether the goals of their 

employment are being met, or whether they are too involved in other projects which 

might be re-allocated (see Figure 3 on the next page). 

  

http://help.timelog.com/media/1040/resource_management_whitepaper.pdf
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5.2 Budget follow-up 

This report offers a comprehensive overview of the remaining number of hours on 

investment projects, as these are always on a time budget. This informs us if we are 

nearing our budget, and whether it needs adjusting.  

 

If we adjust our budgets, we always generate a baseline (a snapshot of the current 

project status/budget) for each project, showing us the project's development from 

initiation until now and allowing us to learn from it. If we do not generate a baseline, 

we have no way of referring to the original budget and checking whether we are 

adhering to it. 

 

5.3 Project portfolio 

This report offers a bird's-eye view with a greater amount of data than the Time 

tracking per project/employee report. The report shows all the projects of the 

department and lets us choose which data are relevant, e.g. project start and end  

 

 

Figure 3 

The report shows a weekly overview of which projects the employee has been involved in, making 

it easy to identify any neglected projects. 
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dates, costs, last time registration and budgeted and allocated time. It offers a quick 

status overview of schedules, budgets, etc. 

 

5.4 Pivot report 

This report offers nearly endless opportunities for viewing different data graphically 

or detailed in a table. We use it for assessing the amount of time spent on operating 

vs. investment projects, and which projects have consumed the most resources 

during a specific period. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

6 TimeLog CRM as an analysis and 
segmentation tool 

A classic CRM system is seen mainly as a tool for following up on sales activities 

and logging customer correspondence. With the right setup and data retrieval 

configuration, a CRM system becomes an indispensable tool for the marketing 

department. A good CRM system lets you analyse the results of marketing 

campaigns, market strategies and several other things. 

  

 

Figure 4 

This pie chart shows the time profile of an employee during a specific period of time: 
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We use our own TimeLog CRM system, which lets us customise a range of 

segmentation criteria. We can then attach data to customer cards in order to analyse 

customer profiles or retrieve contact information for targeted marketing campaigns.  

 

By being able to define the information we would like to collect about leads and 

customers, filtering specific criteria and creating campaigns for desired profiles 

becomes easy as pie. We then export these data to Excel for processing or import 

them into our email marketing system. We also use the built-in mail merge feature if 

we are creating a direct-mail campaign. 

 

7 Marketing quality 

At TimeLog, we measure all relevant activities in order to evaluate whether 

investments have yielded returns. This entails assessing the quality of the leads we 

gather for the sales department. 

 

Our sales work is based on this model, which we call the sales funnel: 

 

 

 

 

Google Analytics provides the numbers of visitors and leads, but TimeLog CRM 

shows us the number of booked/held meetings during a specific time period, and 

how many customers are won from these meetings.  
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Using TimeLog CRM to manage our marketing efforts lets us see e.g. how many of 

the meetings booked in January have resulted in new customers. The workflow is 

rather simple: we export the event type, e.g. "meeting 1", in Excel format and then 

create a simple pivot report from the data. This gives us an exact percentage of 

meetings which leads to new customers. 

 

Our customer statuses reveal why the leads that did not result in new customers are 

no longer part of the sales process. When implementing TimeLog CRM for 

customers, we often see a very simple customer status structure. If we expand on 

this, however, we can retrieve valuable information about why leads do not progress 

in the sales process.  

 

The following is an overview of every customer status used in our TimeLog CRM 

system once leads become non-current: 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

From this, we can conclude that 10% of the people we have met with during a given 

time period are currently on hold and should be contacted, and that 2% were lost to 

competitors.  

 

In the Groups section, we can identify the competitor to whom we lost the lead, 

enabling us to analyse the types of leads we lose to competitors and whether it is the  

  

 

Figure 5 

Our drop-down menu 

of non-current 

customer statuses: 
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same competitor every time. This offers real transparency, allowing us to react 

quickly and tailor our marketing and sales strategies accordingly.  

 

7.1 Results of a specific campaign 

In the system, we assist our sales staff by making call lists for canvassing. When 

putting together a call list, we can name it under Groups. Once our sales staff have 

gone through the list, we can easily analyse the level of success, i.e. the number of 

meetings booked using the list. In a year, we can bring up the call list again and find 

the point in the sales funnel where the various leads are given a status: non-current, 

qualified leads, hot leads or customers.  

 

This lets us easily follow up on the various campaigns and call lists used by our sales 

staff in order to shed some light on the results and perhaps do a bit of optimising.  

 

7.2 Adhering to our market strategy 

At TimeLog, we adhere to a clear strategy concerning which of our customers are 

primary and secondary target groups. As a result, we use TimeLog CRM to define 

certain characteristics that enable us to group these customers for analysis 

purposes, e.g. by using the industry codes field extensively. For this purpose, we use 

the official industry codes, available at www.cvr.dk. In addition, we have chosen to 

create different segmentation criteria using the Groups feature at customer cards as 

well as contacts. 

 

Based on the data we collect in TimeLog CRM, we can analyse whether we are 

following our strategy on an ongoing basis, i.e. whether our sales and marketing 

activities target the proper audience, or whether our marketing efforts are aimed at a 

completely different segment. One of our analyses involves pulling a customer list 

and exporting it to Excel, where we can easily generate a pivot table of the data to 

see the percentage of our customer database which makes up our primary target 

group. We can also easily see the percentage of our meetings distributed on primary 

and secondary target groups. 

 

All this allows us to quickly react to real facts, if we feel that the figures do not comply 

with our strategy. In turn, this allows us to adapt our communication and marketing 

efforts – or change our strategy altogether. 

  



 

13  

White paper 

 

 

8 Utilising TimeLog Help Desk 

Because our support department uses TimeLog Help Desk to register reported 

system errors as well as general questions about the use of TimeLog Project, we 

might as well take advantage of the "free" data available to us in the marketing 

department. 

 

Every time a customer poses a question regarding TimeLog Project, we create a 

case in TimeLog Help Desk and classify it according to support type: 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

  

 

Figure 6 

The various support types we 

use to group support data. 

This lets us continuously retrieve 

data on all the needs of our 

customers, as well as identify 

how we should focus our efforts 

in relation to the activities of the 

marketing department, e.g. by 

adding user guides to the 

website. 
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“The data 

allow us to 

improve the 

support 

section on 

our website” 

 

 

In the marketing department, we can analyse our products and identify the primary 

source of support queries – and the amount of duplicate queries. This allows us to be 

proactive in aiding existing customers, but also in improving communication via our 

website and promotional material, as some leads probably share questions, which 

might be answered during the sales process.  

 

Furthermore, the data allow us to improve the support section on our website, which 

is used by existing customers as well as leads testing the system. Simultaneously, 

we can improve our SEO data with relevant, effective content. By cooperating with 

our support department, we achieve synergy in knowing which guides to prioritise – 

and which aid customers and leads most effectively.  

 

9 Conclusion 

This white paper covers the majority of our marketing department's use of TimeLog 

Project. We hope it has inspired you to use TimeLog Project data to optimise your 

workflows and analyse your marketing activities. 

In summary, the data from TimeLog Project offer the following benefits for a 

marketing department:  

 

 Improved follow-ups on marketing plans, budgets and deadlines 

 Improved awareness and prioritisation of project assignments 

 Improved ability to estimate projects before they are initiated 

 Improved awareness of the fact that in-house projects are costly too 

 "Free" information from other departments for communicating proactively 

 Benchmarking of past project costs against an external cost 

 Sound documentation and knowledge on marketing activities, and whether 

they provide the expected results  

 Figures showing whether you are adhering to your marketing strategy 

 

Most of these benefits are gained automatically simply by tracking your time and 

collecting data on existing customers and leads. This helps you manage marketing 

efforts in a structured manner and offers easily accessible information. 

 

Furthermore, it helps dispel the myth that marketing cannot be measured; now you 

can present concrete marketing results to management. 


