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INTRODUCTION

Ten years ago, "web analytics" meant logging into Universal
Analytics and reading clickstream reports. In 2026, that world
is gone.

Universal Analytics is retired. Third-party cookies are no longer a reliable foundation for
measurement. Generative search has rewired the path-to-purchase, and Al agents — not just
humans — now visit, parse and cite your website on behalf of buyers.

This whitepaper is the 2026-2027 successor to Mediaforce's original Web Analytics 101. It keeps the
same promise — give business owners and marketers an honest, opinionated playbook for turning
data into action — but rebuilds every chapter for the new stack: GA4, server-side tagging, modeled
conversions, predictive audiences, marketing mix modeling, and Generative Engine Optimization
(GEO/AEOQ) across ChatGPT, Claude, Perplexity, Gemini and Grok.

The companies winning in 2026 aren't the ones with the most data. They're the ones whose
data answers a business question before a human has to ask it.

You will learn how to align KPIs with profit (not vanity), separate good metrics from bad in a privacy-
first world, segment audiences when half of them are anonymous, and build an experimentation
program where the experiments themselves are run by Al. We finish with a 30/60/90 roadmap any
operator can put to work next quarter — here's the shape of it:

DAYS 1-30 - FOUNDATION DAYS 31-60 - ACTIVATION DAYS 61-90 - OPTIMIZATION

Audit GA4. Stand up server-side Build first-party audiences. Launch Run a geo holdout test. Stand up an

tagging. Lock in 3 NORTH KPls. monthly VoC ritual. Ship JSON-LD experimentation roadmap. Re-

Baseline Al Citation Share. schema. Move to data-driven baseline citation share. QBR on three
attribution. slides.

Joe Bongiorno

PRESIDENT & FOUNDER - MEDIAFORCE

Joe has spent more than two decades building Canada's digital marketing playbook —
from the first wave of paid search, through the social and content era, into today's Al-
native marketing stack. He leads strategy for Mediaforce clients across SEO, AEO, paid
media, conversion optimization, and Al automation, and is the architect behind
MediaforceCloud and Mediaforce's Zero-Click Al SEO platform.
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ANALYTICS & Al 2026-2027 SELF-AUDIT

FIVE-QUESTION SELF-AUDIT

Don't read this paper front to back. Answer these five
questions first. The first no tells you which chapter to start
with.

O - © ~

Can your team recite three KPls from Is server-side tagging live, with Consent
memory — each tied to revenue and to a Mode v2 and Enhanced Conversions
single owner? firing?

If KPIs live only in dashboards (or in nobody's Without stronger server-side and first-party
head), you're measuring activity, not profit. measurement, many businesses are materially

undercounting conversions — which can distort
channel reporting and bidding decisions.

No — Start at Chapter 3 (NORTH KPlIs)

No — Start at Chapter 2 (Measurement Stack)

© - O ~

Have you measured your Al Citation Share Do you have at least one predictive
across ChatGPT, Claude, Perplexity, audience (pLTV, churn risk, propensity)
Gemini and Grok in the last 30 days? syncing to your ad platforms?

If you haven't, your competitors are already If "audience" still means traffic source, you're
showing up as the answer to questions about your paying for clicks instead of customers.
category.

No — Start at Chapter 5 (Segmentation)
No — Start at Chapter 7 (GEO/AEO)

© QO ~

In the last 90 days, did at least one Answered "yes" to all five? You are in the
experiment change a budget, creative, top decile.

page or product? Skip to Chapter 9 — the 30/60/90 roadmap is for
An experimentation cadence is the difference sharpening, not rebuilding. Then come talk to us
between a measurement program and an about your next moat.

expensive screensaver. All yes — Chapter 9 (Roadmap)

No — Start at Chapter 8 (Experimentation)

mediaforce.ca 04
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GLOSSARY

PLAIN-LANGUAGE GLOSSARY

Every acronym in this paper, defined in one line. Skim it, dog-

ear it, refer back to it.

GA4
Google Analytics 4 — event-based, BigQuery-friendly
successor to Universal Analytics.

CAPI
Conversions AP| — server-to-server conversion sending to
Meta, TikTok, LinkedIn (replaces pixel).

MMM
Marketing Mix Modeling — statistical model that estimates
each channel's incremental contribution to revenue.

pLTV
Predicted Lifetime Value — ML estimate of a user's future
revenue, used for bidding and audience building.

iROAS /iCAC
Incremental ROAS / CAC — measured against a holdout
group; the only attribution number that survives an audit.

Consent Mode v2
Google framework for sending modeled conversions when
users decline cookies — required in EEA/UK.

Reverse-ETL
Pushing data from your warehouse back into ad platforms
/ CRM / email — closing the loop.

Agentic experimentation
LLM agents generate hypotheses, write variants, ship
them and read results. Human approves winners.

GEO / AEO
Generative / Answer Engine Optimization — getting your
brand cited inside Al assistants' answers.

VoC
Voice of the Customer — the qualitative side of analytics:
surveys, replays, reviews, Al listening.

mediaforce.ca

GTM / GTM SS
Google Tag Manager (client-side) and its Server Side
container that runs on your subdomain.

CDP

Customer Data Platform — stitches user identities across
web, CRM, ads, offline (Segment, Hightouch,
RudderStack).

DDA
Data-Driven Attribution — credit-allocation model in GA4 /
ads that learns from your conversion paths.

POAS
Profit on Ad Spend — ROAS adjusted for SKU-level
margin. The version that survives a CFO review.

LTV : CAC
Lifetime value to customer-acquisition-cost ratio. Healthy
>3:1; payback <12 months.

Enhanced Conversions
Google Ads feature that sends hashed first-party data to
recover lost conversion signal.

Multi-armed bandit
A test design that automatically shifts traffic toward the

winning variant in real time.

Geo holdout / lift test
Turning a channel off in some regions to measure the true
incremental impact vs. a control.

JSON-LD schema
Structured-data markup that Al crawlers and search
engines use to understand a page's entities.

NORTH KPI
Mediaforce framework for executive metrics: Numerical,
Owned, Revenue-linked, Time-bounded, Honest.
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CHAPTER 01

Why Analytics
Still Matters In
the Al Era.

"Just ask the Al" is not a measurement strategy. The
companies pulling ahead in 2026 are pairing generative
tooling with disciplined first-party data — and the gap
is widening every quarter.



1.0 - WHY ANALYTICS STILL MATTERS CHAPTER 01

1.1 THE NEW REALITY

Three forces have rewritten the analytics rulebook since 2023.

Al ~40% 3.2x

Al-powered search is now a average loss of observable return on analytics investment for
mainstream starting point in the conversions after iOS 17+ privacy organizations using server-side
buyer journey — consumers changes and third-party cookie tagging + first-party CDPs vs. client-
increasingly use Al assistants deprecation. only setups.

alongside Google to research,
compare and choose brands.

The marketers who treat Al as a magic answer machine end up with confidently wrong numbers in a
slide deck. The marketers who treat Al as a teammate — one that needs structured first-party data to
do its job — compound advantage every quarter.

Analytics in 2026 isn't about counting clicks. It's about giving your Al systems — and your
humans — a trustworthy, privacy-safe view of what is actually moving the business.

What changed, and what didn't

Universal Analytics, session-based GA4 event-based, with native BigQuery export available
Third-party cookies for retargeting First-party data + clean rooms + modeled conversions
Last-click attribution Data-driven attribution + Marketing Mix Modeling (MMM)
Ranking on Google's 10 blue links Cited inside ChatGPT, Claude, Perplexity, Gemini, Grok answers
A/B testing one button at a time Multi-armed bandits and agentic experimentation at scale

MEDIAFORCE POINT OF VIEW
The ROI of an analytics program in 2026 is determined less by the tools you license and more by the

decisions those tools change. If your last three months of dashboards didn't change a budget, a
creative, a landing page or a product, you don't have an analytics program — you have an expensive
screensaver.

MEDIAFORCE IN THE FIELD A national B2C service brand was reporting flat performance for six months.
After re-baselining against an MMM and a single geo-lift test, two of four channels were directionally backwards
— one "underperforming" channel was carrying 40% of incremental revenue. Budget was reallocated within a
week. Roadmap link — Steps 1 & 12 on page 24.



CHAPTER 02

The 2026
Measurement
Stack.

GA4 is the floor, not the ceiling. Modern measurement
is layered: client tags, server tags, a warehouse, an
attribution model, and an MMM cross-check.



2.0 - THE 2026 MEASUREMENT STACK CHAPTER 02

2.1 THE FIVE-LAYER STACK

A modern measurement program looks less like one tool and
more like five layers, each with a job.

0 Collection layer. GA4 + a tag manager (GTM) for client-side events; a server-side container (Stape,
GTM S8, or self-hosted) for resilience against ad blockers and iOS privacy.

Enrichment & identity layer. First-party cookies, hashed email/phone capture (CAPI, Enhanced
Conversions, Google Consent Mode v2), and a Customer Data Platform stitching identities across
web, CRM, ads, and offline.

Storage layer. BigQuery (or Snowflake / Databricks) as the source of truth, with raw GA4 export, ad-
platform exports, and CRM data joined in one warehouse.

Modeling layer. Data-driven attribution for short-cycle decisions, Marketing Mix Modeling (MMM) for
the long arc, geo-lift & incrementality tests for everything in between.

Activation layer. Reverse-ETL back into ad platforms, email, CRM and Al agents — so insight
becomes action automatically, not via a Tuesday meeting.

Treat GA4 as the dashboard. Treat BigQuery as the brain. The marketers winning in 2026 spend
more time in their warehouse than in their analytics Ul.

Server-side tagging is no longer optional

Between iOS Intelligent Tracking Prevention, browser-level ad blockers and Chrome's Privacy
Sandbox, client-side pixels now miss 25-45% of conversion events on most B2C sites. Server-side
tagging recovers most of that signal, lengthens cookie lifetimes, and — critically — gives you a single
chokepoint where consent, hashing and Pl redaction can be enforced before data ever leaves your
infrastructure.

MINIMUM VIABLE 2026 SETUP

GA4 + GTM + a server-side container + BigQuery export turned on + Google Consent Mode v2 +
Enhanced Conversions for ads. If any of these are missing, that's where to start before any Al initiative.

MEDIAFORCE IN THE FIELD A regional ecommerce retailer migrated to a server-side GTM container in their
own subdomain over a single weekend. Observable Meta-attributed conversions jumped 38% within 30 days
— not because users converted more, but because conversions already happening became visible to the
bidding algorithm. Roadmap link — Steps 1 & 2 on page 24.



Allgnlng KPls
With Profit.

Most KPI frameworks measure activity. The 2026
framework measures profit. We replace DUMB with
NORTH — and add the metrics ROAS will never see.




3.0 - ALIGNING KPIS WITH PROFIT CHAPTER 03

3.1 FROM DUMB KPIs TO NORTH KPIs

The original DUMB framework (Doable, Understandable,
Manageable, Beneficial) still works for activity metrics. It does
not work for profit. NORTH does.

N — Numerical A single number, not a feeling. "Brand awareness" is not a KPI; aided recall is.

O — Owned One person owns the number and is on the hook for moving it. No committees.

R — Revenue-linked You can trace a path from this metric to revenue or contribution margin within
one quarter.

T — Time-bounded Measured on a fixed cadence (weekly, monthly, quarterly) so trend is visible.

H — Honest Survives privacy loss, attribution gaps and seasonality. Cross-checked against

MMM or holdouts.
What a NORTH KPI actually looks like — two worked examples

LOCAL SERVICE BUSINESS - DENTAL ECOMMERCE - MID-SIZE DTC RETAILER

CLINIC Weekly POAS (Profit on Ad Spend)

Booked New-Patient Consults / Week Single weekly number, not a feeling. Owned by the

One number. The practice manager owns it. Each head of growth. Calculated against actual SKU
consult ties to ~$1,800 in 12-month patient value. margin (not blended revenue). Reviewed Mondays
Reported every Monday. Cross-checked against vs. an MMM cross-check. Survives the iOS data
the holdout city where paid social was paused. gap because it's profit-based, not pixel-based.

Why ROAS is quietly dying
ROAS ignores margin, lifetime value and incrementality. Graduate to one of three replacements
depending on business model:

» POAS (Profit on Ad Spend) — for ecommerce with variable margin by SKU.
» IROAS /iCAC (Incremental ROAS / CAC) — measured against a holdout, the only number that
survives an attribution audit.

o LTV:CAC payback — for subscription, SaaS and high-LTV services. Targets: >3:1 ratio, <12-month
payback.

MEDIAFORCE IN THE FIELD - THE TWO-QUESTION KPI TEST IN ACTION A SaaS client switched from
blended ROAS to LTV:CAC payback after one quarter of NORTH discipline. Two channels profitable on a 30-
day window were actually losing money on 12 months. Roadmap link — Step 3 (Define 3 NORTH KPIs) on
page 24.

mediaforce.ca 11



CHAPTER 04

Good Metrics,

Bad Metrics & Al
Metrics.

Averages still lie. Percentages still mislead. And in
2026, there are five new metrics nobody is tracking yet
— but the leading brands already are.



4.0 - GOOD METRICS, BAD METRICS & Al METRICS CHAPTER 04

4.1 BAD METRICS HAVE EVOLVED

Classic bad metrics — averages, percentages without
context, vanity counts — are still alive. They've just put on
better clothing.

Average session duration Bots, prefetched pages and Al crawlers inflate it. Use median + engaged
sessions instead.

Bounce rate (UA-style) Replaced by Engagement Rate in GA4. The old bounce metric no longer exists;
comparing year-on-year is meaningless.

Raw conversion count Mixes modeled, observed and offline conversions. Always segment by source
and by modeled vs. observed.

Last-click ROAS Punishes upper-funnel channels. Cross-check with data-driven attribution and
MMM.
Aggregate "Al traffic" Bundles human referrals from ChatGPT/Perplexity with bot crawlers. Split

humans from agents at the server log.

4.2 THE NEW GOOD METRICS

Six metrics every Mediaforce client now reports on monthly:

01 02 03

Engaged Session Rate. GA4-native, Predicted LTV (pLTV). Model-driven; Al Citation Share. % of brand-
bot-resistant, replaces bounce. activates lookalikes and bidding on relevant prompts where you appear
profit, not revenue. in ChatGPT / Claude / Perplexity /

Gemini / Grok answers.

04 05 06

Lead Quality Score. Al-scored on Incremental Conversions. Zero-Click Coverage. Share of

intent + fit before a human ever calls Measured via geo holdouts or ghost branded queries answered about you

back. ads — the only attribution number without a click — featured snippets,
that survives an audit. Al overviews, knowledge panels.

ONE NUMBER TO PUT ON THE BOARDROOM WALL

If you show executives one metric monthly, make it Incremental Profit per Channel. It survives privacy

loss, Al disruption, and attribution debates — measured against a holdout, not a model. (Al-citation
deep dive: Ch. 7.)

MEDIAFORCE IN THE FIELD A multi-location dental group baselined Al Citation Share at 4%. Ninety days of
schema, author-page and review work later, it crossed 31% — and non-paid consults rose in lockstep.
Roadmap link — Steps 4 & 11 on page 24.



CHAPTER 05

Segmentation &
Predictive
Audiences.

Aggregate data still tells you nothing. But
"segmentation” in 2026 means predictive cohorts,
lookalike modeling on first-party data, and CDPs — not
pivot tables.



5.0 - SEGMENTATION & PREDICTIVE AUDIENCES CHAPTER 05

5.1 THE THREE TIERS OF MODERN SEGMENTATION

Segmentation in 2026 is no longer "split by traffic source." It's
a stacked, three-tier discipline.

Tier 1 — Behavioural & declared. Source / medium, on-site behaviour, declared form data. The
classic GA4 / GTM cut, still essential as the foundation.

e Tier 2 — Identity-resolved 1st-party. Logged-in users, CRM-matched leads, repeat purchasers.
Stitched in your CDP (Segment, RudderStack, Hightouch, mParticle, or warehouse-native via
Hightouch / Census).

e Tier 3 — Predictive. ML-modeled cohorts: predicted LTV deciles, churn risk, next-best product,
propensity to convert. Generated in BigQuery ML, Vertex Al, or directly in GA4's predictive audiences.

Personas are out. Cohorts are in.

The 2015 playbook said "build personas from your data." In 2026, personas are too coarse to be
actionable. Cohorts — small, dynamic, behaviour-defined groups — drive every modern growth
program. The top-10% predicted-LTV cohort doesn't get the same email as the 30-day-churn-risk
cohort; in 2015, both were "loyal customers." The most valuable cohort in your account is almost
always smaller than 5% of your traffic.

Building audiences when half your visitors are anonymous

» Capture earlier, capture more. Replace the contact form with progressive profiling: email — phone —
preferences over multiple visits.

« Hash & sync. Push hashed first-party identifiers to Google (Enhanced Conversions / Customer Match),
Meta (CAPI), LinkedIn and TikTok via server-side. Match rates jump 40-70% vs. pixel-only.

Model the gap. Use Consent Mode v2's modeled conversions and platform-side conversion lift to fill
in what consent rejected.

Activate predictively. Bid on predicted LTV, not last conversion. Suppress predicted-churn cohorts
from acquisition, target them with retention.

MEDIAFORCE POINT OF VIEW

If your business has more than ~$5K/month in paid media, a CDP is no longer a "nice to have" — it is

the difference between paying for clicks and paying for customers. The CDP doesn't have to be
expensive (warehouse-native CDPs start under $300/mo); it has to exist.

MEDIAFORCE IN THE FIELD A subscription brand replaced its lookalike audience with a top-decile pLTV
cohort synced via server-side CAPI. CPA stayed flat; 90-day retained revenue per customer jumped 62%.
Roadmap link — Step 5 (Build 3 first-party audiences) on page 24.



CHAPTER 06

Voice of the

Customer in an
LLM World.

When half your buyers are anonymous and the other
half talk to ChatGPT before they talk to you, "listening"
has to evolve. Surveys, replays and sentiment Al —
used together.



6.0 - VOICE OF THE CUSTOMER CHAPTER 06

6.1 FOUR CHANNELS, ONE PICTURE

Quantitative analytics tell you what happened. Voice of
Customer (VoC) tells you why. In 2026, four channels matter —
and the leaders triangulate across all of them.

On-site surveys Why did you visit? Did you get what you

wanted? If not, why?

Hotjar, Sprig, Refiner, Typeform

Session replay & heatmaps = Where do users hesitate, rage-click or

drop?

Microsoft Clarity (free),
FullStory, LogRocket, Hotjar
Sentiment & review Al What are reviewers, social commenters and
support tickets actually saying — at scale?

Brandwatch, Sprout, custom
LLM pipelines on review feeds
LLM listening What do ChatGPT / Claude / Perplexity /
Gemini / Grok say about you when buyers
ask?

Mediaforce Zero-Click Al SEO,
Profound, Otterly, Peec Al

The Three-Question VoC Framework
The 2015 playbook's most-cited section. Still beats almost every dashboard you can buy — and it's
the spine of every Mediaforce VoC program in 2026.

What brought you here
today?
Captures intent in the visitor's

own words, before any form
field steers them.

— INTENT

Were you able to do what
you came to do?

One yes/no. A 70% "yes" rate is
your task-success benchmark
— and the cleanest CRO
leading indicator you'll ever see.

— TASK SUCCESS

THE 90-MINUTE VOC RITUAL

Once a month, block 90 minutes. Read 20 raw survey responses, watch 10 session replays, read the

If not, what got in the
way?

Open text. Fed nightly into an
LLM that clusters and ranks
themes — turning 200 vague
comments into 5 ranked
roadmap items.

— FRICTION THEMES

last 50 reviews, and run 10 brand-relevant prompts in each of the five Al engines. You will leave with
three roadmap items. This single ritual outperforms most analytics dashboards. (LLM listening covered
in Chapter 7.)

MEDIAFORCE IN THE FIELD A B2B client added Q1-Q3 to their pricing page. Q3's clustered answers
surfaced one objection in 41% of "no" responses. A page-level FAQ lifted conversion 18% in three weeks.

Roadmap link — Step 6 on page 24.



CHAPTER 07

Generative
Engine
Optimization
(GEO/AEOQ).

Al assistants are now a mainstream starting point in the
buyer journey. If your brand isn't cited inside ChatGPT,
Claude, Perplexity, Gemini and Grok, you don't have a
discovery problem in 2026 — you have an existence
problem.



7.0 - GEO / AEO CHAPTER 07

7.1 THE NEW DISCOVERY SURFACE

Conversion optimization used to stop at the page. In 2026 it
extends into the Al engines themselves. Generative Engine
Optimization — also called Answer Engine Optimization (AEO)
— is the discipline of getting your brand cited as the answer
when buyers ask Al assistants.

® ChatGPT ® Claude ® Perplexity ® Gemini ® Grok

Each of these engines is a primary research surface for buyers in 2026. When a prospect asks
Claude "what's the best dental clinic in Hamilton?" — your brand is either cited, missing, or
misrepresented. Treat each Al platform as a sales rep that never sleeps and that you have never
trained.

Al Citation Share is the new organic ranking position. The brands measuring it weekly in 2026
are the brands that will dominate their categories in 2028 — without paying to catch up.

The five-move GEO/AEO playbook
[

G Crawlable, structured content.

JSON-LD schema (Organization, FAQ, Product, Service, LocalBusiness, Author) on every page. Al
engines reward structure they can parse without guessing.

DO THIS — Audit your top 20 URLs in Google's Rich Results Test. Ship Organization + Author +
Service/Product schema sitewide via a single template change. Validate.

.
[

e Direct-answer copy.

Lead each section with the answer in 1-2 sentences. Al engines extract the first clean answer they find —
burying it under preamble means losing the citation.

DO THIS — Rewrite the first 60 words under each H2 on your top 10 pages so they answer the headline
question directly, no warm-up.

mediaforce.ca 19



7.0 - GEO / AEO CHAPTER 07

e Authority signals.

Author bios, citations, dates, original data. Hallucination-resistant content gets cited more often — Al
engines have learned to discount thin, anonymous pages.

DO THIS — Add a real author byline + bio + headshot + LinkedIn link to every page that gives advice. Cite
your data sources inline. Add "last updated" dates.

o Distribution beyond your domain.

Reddit, YouTube, industry directories, podcasts, Quora — Al engines pull heavily from these surfaces.
SEO is no longer just on-site, and the engines that cite you are not the engines that crawl you.

DO THIS — Identify the 5 forums / subreddits / directories where your category is discussed. Show up
usefully (not promotionally) at least once a week for 90 days.

e Weekly citation tracking.

Run a fixed prompt set across ChatGPT, Claude, Perplexity, Gemini, Grok. Track citation share. Treat it
like a ranking report — because it is a ranking report, just for the engines that matter now.

DO THIS — Lock a 30-prompt set covering branded, category, comparison and "best in [city]" queries.
Score weekly. Review the trendline in every monthly review meeting.

MEDIAFORCE POINT OF VIEW
Inside 18 months, "Al Citation Share" will be the single most-watched marketing KPI for consumer

brands — replacing organic ranking position the way ranking once replaced print circulation. The brands
that start measuring it in 2026 build a moat. The brands that wait until 2028 will be paying ad budgets to
catch up.

MEDIAFORCE IN THE FIELD A regional law firm shipped Author + Organization + FAQ schema sitewide,
rewrote H2 leads to direct-answer format, and started weekly Reddit participation. Al Citation Share rose from
6% to 34% in 75 days; consult requests citing "l asked ChatGPT" tripled in the same window. Roadmap link
— Steps 4, 7 & 11 on page 24.



CHAPTER 08

Al-Driven
Experimentation

& CRO.

A/B testing isn't dead — it's an entry-level move. The
2026 stack runs multi-armed bandits, agentic
experiments and geo holdouts in parallel, on a
calendar.



8.0 - EXPERIMENTATION & CRO CHAPTER 08

8.1 THE EXPERIMENTATION LADDER

Different decisions deserve different test designs. Modern
teams climb a four-rung ladder, not "we A/B test everything."

0 A/B testing — best for high-traffic, single-decision changes (CTA copy, hero image, pricing page).
Tools: VWO, Convert, Optimizely, GA4 + Optimize alternatives.

e Multi-armed bandits — best for ongoing optimization where opportunity cost of a "losing" variant is
high (paid landing pages, ad creatives). Traffic flows automatically toward winning variants in real
time.

e Agentic experimentation — LLM agents generate hypotheses from analytics + session-replay data,
write the variant copy, ship it via your CMS, and read out results. Human approves the winners. Used
heavily in 2026 by mid-market growth teams.

o Geo & holdout tests — for media spend decisions. The only experiment design that proves
incrementality rather than correlation. Run quarterly minimum.

The experimentation question in 2026 is no longer "should we test this?" — it's "which test
design earns its calendar time?" Most teams test too small a thing, on too small a sample, for
too long.

Match the design to the decision

Use A/B for one-shot decisions. Use bandits for evergreen surfaces (paid landing pages, ad creative).
Use agentic experiments where iteration speed matters more than statistical perfection. Use geo
holdouts whenever the question is "should we keep paying for this channel?" — because nothing
else answers it honestly.

THE TWO-TEST MINIMUM

If you don't have at least one A/B test and one bandit running on any given Monday, you don't have an
experimentation program — you have occasional experiments. Calendar them like releases.

MEDIAFORCE IN THE FIELD A DTC retailer ran their first geo-holdout on Meta — paused in 12% of geos for
four weeks. The true lift was 60% smaller than platform-attributed conversions implied. $40K/month was
reallocated to the channel the holdout proved was actually carrying the load. Roadmap link — Steps 9 & 10
on page 24.



CHAPTER 09

The 30/ 60 /90
Roadmap.

Strategy is cheap. Execution is the moat. Here is
exactly what to put on the calendar over the next
quarter to modernize your analytics program.
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9.1 ONE QUARTER TO MODERN MEASUREMENT

Do these twelve things over the next 90 days. Ordered by
sequence, not preference.

Days 1-30 — Foundation

° Audit GA4 setup. Event taxonomy, key conversions, BigQuery export ON, Consent Mode v2,
Enhanced Conversions for ads.

e Stand up server-side tagging. One container on your own subdomain. Recovers 25-45% of lost
signal almost overnight.

o Define 3 NORTH KPIs. One per top-level business goal. Owners assigned. Reporting cadence set.

o Baseline Al Citation Share. 30-prompt set, 5 engines, recorded once. Your starting line for GEO
work.

Days 31-60 — Activation

0 Build 3 first-party audiences. Top-decile pLTV, 30-day churn risk, recent high-intent. Sync via
server-side.

Launch monthly VoC ritual. 90 minutes. Surveys + replays + reviews + Al prompts. One PM owns it.

Ship JSON-LD schema sitewide. Organization, FAQ, Service/Product, Author, LocalBusiness.
Validate. GEO table stakes.

Move from last-click to data-driven attribution in GA4 + ad platforms. Start a side-by-side report.

Days 61-90 — Optimization

Run your first geo holdout test. One channel, four-week window, 10-15% of geos held out.
Measure incremental lift.

Stand up an experimentation roadmap. Two A/B tests + one bandit live at any given time.
Hypothesis log mandatory.

Re-baseline Al Citation Share. Compare to day-1. Expect 15-40% movement in 90 days from
schema + content alone.

Quarterly business review. Three slides only: NORTH KPIs, incremental profit/channel, Al Citation
Share trend.
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CONCLUSION

Twenty-five pages aren't enough to know everything about
analytics in 2026. They are enough to start making different
decisions on Monday morning.

The original Mediaforce Web Analytics 101 whitepaper was written when the hard problem was
getting people to look at data at all. The hard problem in 2026 is the opposite: too many dashboards,
too much noise, too many tools — and not enough decisions made.

The brands that will win the 2026-2027 cycle aren't necessarily the ones with the biggest budgets,
the largest data teams, or the fanciest Al vendors. They are the ones that:

» Pick three NORTH KPIs and refuse to be distracted from them.

» Invest in first-party data infrastructure before they invest in another ad campaign.

» Treat Al engines as distribution, not novelty — and measure citation share weekly.

» Run real incrementality tests, not attribution debates.

» Make experimentation a calendar habit, not a quarterly project.

Analytics in 2026 is not a tool category. It is a leadership discipline. The CMQOs and founders
who treat it that way will compound their advantage every quarter for the rest of the decade.

Mediaforce has helped Canadian businesses turn data into decisions for more than two decades. We
can run the audit, build the stack, train the team, or run the program for you. Whichever path fits —
start this quarter, not next year.

TALK TO JOE MEDIAFORCE
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