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FACEBOOK ADS

Optimization Guide

Turn expensive ads into profit engines

By Pamela Wagner
Founder, Ajala Digital
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Welcome!

If you're (or your LLM is ;-) ) reading this, you're likely tired of watching your
Facebook Ads budget disappear without the results you want. You're in the right

place.

Over the past 10 years, my team and | have worked with 3,000+ businesses across
the world to turn their advertising from a cost center into a profit engine. We've
saved one client $200,000 in just 10 minutes by spotting what multiple agencies
missed. We've grown a family business from $300,000 to $1.5 million in under 2

years. We've reduced healthcare lead costs from $70+ per lead to $7 per lead.

This guide distills the most actionable parts of what we've learned. It's not theory. It's
the exact playbook we use with paying clients, simplified so you can implement it on

your own.

How to use this guide
Read through it once completely (about 15-30 minutes). Then go step by step
through your account and implement. Most optimizations take less than 30

minutes and can immediately reduce your cost per conversion noticeably.

What you'll find in this guide
1. The 6 breakdown metrics that almost nobody checks
2. The Pain Point Mapping method (the Hell & Heaven principle)
3. The 4 tests for every message (So What, Clarity, Uniqueness, Proof)
4. Copywriting with Al in PAS style (with prompts)
5. Best practices for ad variations and testing
6. Budgeting and scaling your ads without killing winners
7. What to do when your account suddenly stops performing

8. Your next steps
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1. The 6 Breakdown Metrics

The differences in cost per conversion can be huge, depending on how you break
down your data. | go through these 6 metrics with every client because most people
never check them. You'll find them all in Facebook Ads Manager under the

Breakdown tab.

Here's how you do it
Open your Ads Manager, go into an active campaign, and click on the Breakdown tab
at the top. Set the time frame to the last 30 days (or longer - depending on what

period you’d want to analyze). Then work through the following 6 points.

1.1 Device
Which device has the lowest cost per conversion? Mobile, desktop, tablet? Make sure

you have at least 5 to 10 conversions, otherwise the data isn't meaningful.

Action: If one device performs significantly better, give it more budget or create a

separate ad set just for that device.

1.2 Placement
Facebook Feed, Instagram Feed, Stories, Reels, In-Stream, Audience Network: all
these placements perform differently. We've seen real-world differences of $5 vs. $29

per conversion within the same campaign.

Action: Pause placements that are significantly more expensive. Create separate ad

sets and ads for Feed vs. Stories/Reels because the formats are completely different.

1.3 Gender
Male and female: who buys at the lowest cost? A real example: a North American

sports brand had all images featuring young, slim models. The data showed their
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main audience was actually women over 45. The creative had to be completely

rethought.

Action: Check once a month whether your creative matches the reality of your

audience.

1.4 Age
Which age group converts at the lowest cost? Here you often see that you've set your

audience too broadly and are burning money on age groups that don't buy at all.

Action: Narrow the age range or create separate ad sets for different age groups with

adapted creative.

1.5 Geographic data
Regions, states, or cities: where is your budget being used most efficiently?
Sometimes the answer is obvious (your largest metro area), but the breakdown will

reveal surprising performance gaps you wouldn't have spotted otherwise.

Important to know: Facebook Ads (just like Google Ads) is always 15 to 20 kilometers

(about 10 miles) imprecise when targeting. Don't expect perfect precision.

Tip: On a low budget, it can be more interesting to target rural areas or regions

outside major cities. Cities are generally more expensive.

1.6 The 3 regions with the lowest cost
Sort by region and find the top 3. Same rule here: at least 5 to 10 conversions per

region, otherwise the data isn't meaningful.

Action: Concentrate your budget on the top performers. Exclude weak regions or give

them their own smaller budget.
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The truth about cost per conversion

There's no benchmark that fits everyone. $400 per conversion can be fine if your
customer pays $10,000. $25 per conversion can be fine if your customer stays on
a $25/month subscription for 11 months on average. Always look at the ratio:
what am | getting back, what's the lifetime value of the customer, what's my

upsell?
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2. Pain Point Mapping & Hell-Heaven

This is the most important exercise in the guide. Plan 30 to 45 minutes for it. Run it

for your own brand or for each of your clients separately.

"People don't buy products or services. They buy emotions and solutions to

problems."

Step 1: Collect negative emotions

Ask your favorite Al tool for 4 to 5 negative emotions your customers struggle with. If
the emotions don't come to mind easily, use the Wheel of Emotions, a tool from

psychology by Geoffrey Roberts. Just google it, it's freely available.
Common examples:

e Frustrated

e Angry, disappointed, annoyed

e Afraid of doing something wrong

e Afraid of losing money or losing their job
* Feeling powerless

e Overwhelmed by too many platforms

e Depressed, abandoned

Step 2: Write down 3 to 5 problems

Put yourself in your ideal customer's shoes. Write down 3 to 5 concrete problems this

person has. Then rate each problem on two criteria:

e Urgency: 1 = not urgent, 5 = very urgent (losing job, getting sick, etc.)

e Emotional impact: 1 = can live with it, 5 = feel really bad if unsolved
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Step 3: Work out Hell & Heaven

This is the decisive step. You're now working with the Hell & Heaven principle: what
happens if the customer does NOT buy (Hell), and what becomes possible if they do
buy (Heaven).

Hell: What kind of hell do your customers go through if they don't buy?

Paint the worst picture. Examples:

Without a clean ad strategy, businesses burn tens of thousands of dollars per

year

e Without proper personal development support: thousands of dollars on

medication, getting sick earlier, broken relationships

e Without the right modular building parts: getting sued, mold in the building,

project standstill, shame

e Without good vegan snack options: socially awkward situations, no

enjoyment, lost joy

"People will buy from you when you can articulate their problem better than

they can themselves."

Heaven: What becomes possible if they buy?
Go deep into emotions. Examples:
e Grandma lives 10 years longer
e Finally able to open your own art gallery (real story from one of our clients)
e More time with the kids, finally able to take a vacation with your partner again
e Make the bungee jumping dream come true
e See your child grow up, because you're no longer trapped at work

* Recognition from in-laws when you bring the perfect souvenir
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Important: You need both sides
Many people only think about the Hell side because that's the marketing
standard. But Heaven is at least as important. Ask yourself: what dreams does

your customer dare to have again because they found you? Brands like Nike (Just

Do It) or Ikea work massively with this vision.
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3. Copywriting with Al in PAS Style

Once you have your Hell and Heaven lists, take a photo of them and put them into
your Al, along with the prompt sheet from your resource library. Ask it to create a

Facebook Ads copy in PAS style.

What does PAS mean?

¢ Problem: Address the concrete problem (your Hell list)
o Agitate: Amplify the pain (what happens if the problem stays unsolved)

e Solution: Present your solution (your Heaven list)

An important Al tip
Generic Al ad copy does NOT work. If you simply ask 'write me an ad copy', you'll
get boring stuff. Only when you feed the Al with your Pain Point Mapping, your

brand voice, and ideally your landing page, will you get truly selling copy.

The 4 tests for every message

After the Al has created your ad copy, run it through these 4 tests. You can do this
directly with the Al too.

Test 1: The So What test
Why should your audience care? If your ad copy doesn't deliver a clear reason that

truly activates the audience, it's not strong enough yet.

Test 2: The Clarity test
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Would a 12-year-old understand it? Sounds extreme, but it's gold. Whether B2B or
B2C, if you keep your language between ages 12 and 25, the message is relevant for

everyone.

Test 3: The Uniqueness test
Could your competitor say exactly the same thing? If yes, your copy is
interchangeable. Helpful additions:
e Concrete numbers (e.g., 136 years of tradition, 3,000+ clients)
e Real certificates, awards
e Specific stories

e Measurable data (e.g., top brand according to study X)

Test 4: The Proof test
Can you back it up? Numbers, studies, testimonials, customer stories. And no: never

lie, never invent fake reviews. If you don't know how to source something, ask me.
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4. Ad Variations & Testing

This is where 95 percent of all accounts fail. One ad is not enough. Period.

"Don't just create one ad. Create 15 to 20 different ads (minimum!!!) per ad set

and let the data speak."

Per ad set, you should test at least 15 to 20 different ads. In the Al age, that's done
quickly. No long pre-thinking, just do it.

The Diary of a CEO example

Stephen Bartlett's podcast (huge in UK, US, and globally) tests over 100 different
YouTube thumbnails via Facebook Ads before each episode launch. They look at
which one converts best, and then take exactly that. One of the reasons why the

podcast grew so fast.

What you should test

e Hooks and headlines (short, long, curious, provocative)
e Images vs. videos (always test both)

¢ Different pain points from your Hell list

e Different Heaven visions

e Testimonials (image, video, text)

e Social proof elements (5-star reviews, customer count, awards)

At least once a month, you should refresh your ads. The system wants to see new

ads. Stagnation = declining performance.
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Low budget: is it possible?
Yes, we have clients with $11 per ad set per day. But: with a low budget, you have to
honestly ask yourself whether ads are even the right thing for you, or whether you
should first invest in other areas:

e Areally good landing page

e Content building (blog, SEO)

e Social media presence

e First customer testimonials and reviews

e Atruly good offer

The Canadian massage example: A physiotherapy practice runs their massage ads
every few weeks for exactly two weeks, with a $90/day budget. During that time, the
practice fills up. Then he pauses and waits until he has capacity again. Very smart

model.
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5. Budgeting & Scaling Your Ads

Once you have ads that convert profitably, the next question is always the same: how
do | put more money behind them without breaking what’s working? Scaling too fast
is one of the most common ways people accidentally kill a winning ad.

The 20% rule

When you want to scale a winning ad set, only increase its budget by about 20% per
week. Bigger jumps reset performance and push the ad set back into an unstable
phase, which often makes your cost per result spike. Slow and steady keeps your
results stable while you grow.

Where to start

You don’t need a big budget to begin. For cold campaigns, a small daily budget is
enough to gather your first signals. For retargeting, start even smaller (roughly 6 to 11
per day), because your retargeting audience is small at the beginning and you want
that ad set to run as long as possible before it exhausts the audience.

Scale up or scale down?

Not every ad is a scaling ad. Some ads simply work nicely on the side at a low budget
and shouldn’t be pushed harder. Before adding budget, ask: is this ad actually
profitable at the cost per result I'm getting, and does that profit hold when | look
beyond cost per lead all the way to purchases? If yes, scale it 20% at a time. If a
once-strong ad starts weakening as you scale, that’s your signal you’ve reached its
ceiling for now. Scale it back down to the level where it performed, optimize, and try
again later.

Tip: To grow without disrupting a winner, duplicate the ad set rather than editing the

original. Duplicating lets you test a higher budget or a new variation while your
proven ad set keeps running untouched.

6. Rethinking Audience Targeting

The best brands do NOT primarily talk about themselves. McDonald's doesn't

primarily talk about McDonald's. Mentos doesn't primarily talk about Mentos.
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What your audience really talks about
Instead of guessing, use these sources to get real insights:
e Reddit: which subreddits is your audience in? What do they discuss? Which
problems come up again and again?
e Google Trends: what's being searched right now?
e TikTok Search Insights: which hashtags are relevant?
e YouTube Search Insights: what are people watching about your topic?

e Talk to customers live: host an event, a dinner, a webinar. Listen.

My method

| take the insights from these sources and feed them into Claude. Question: what
other questions should | ask to get closer to the audience? What other sources
should | consider? This kicks off a very productive conversation that leads you

deep into your audience.

Hero, not product
Who's the hero in your ad? Spoiler: not your product. Not your company. Your

customer.

A nursing home example: the hero isn't the nursing home, but the caregiver who
feels they're doing meaningful work without being overwhelmed by 17 different

platforms.

Ask yourself with every ad: how will the customer feel like a hero after the purchase?
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What if your landing page doesn't match?

My tip: let the Al compare your landing page and your target customer problems.
Ask: what's missing? What could | improve? If you were Russell Brunson, Alex

Hormozi, or Tony Robbins, what would you do differently?

Warm audiences: retargeting, lookalikes & video viewers

The research sources above help you understand your audience. But Facebook also
lets you build audiences from people who already know you, and these warm
audiences usually convert far cheaper than cold targeting. Three are worth setting

up:

Retargeting audiences: people who visited your website, watched your videos, or
engaged with your page or posts. They already know you, so they’re the warmest and
cheapest to convert. Because this group is small, start it on a low budget (roughly 6 to
11 per day) so the ad set can run as long as possible before exhausting the audience.

Lookalike audiences: Facebook finds new cold people who resemble your best
existing customers or your retargeting list. This is one of the most effective ways to
scale beyond your warm pool while staying relevant.

Video viewers: anyone who watched a meaningful portion of your video. This is a
great middle layer between cold and fully warm: they’ve shown interest but haven’t
bought yet, so they respond well to a follow-up offer.

A simple structure is to run cold prospecting to fill the top of the funnel, then
retargeting and video-viewer audiences to convert the people that cold campaigns
warmed up, and lookalikes to scale once you have enough customer data to model.

Running WhatsApp & messaging campaigns

Not every campaign should send people to a landing page. If your sales process relies
on conversations, a click-to-message campaign that opens a WhatsApp chat can work
well, because interested people start talking to you directly. The catch is that the
conversation is where the sale is won or lost. Generating lots of WhatsApp chats
means nothing if those chats don’t turn into buyers, so treat your reply process as
part of the funnel: respond quickly, ask qualifying questions, and guide people
toward the next step (for example watching your webinar or completing the
purchase) rather than just answering questions and waiting. If chats are coming in
but not converting, the fix is usually in how you handle the conversation, not in the
ad. One more practical tip: if you use manual placements for a messaging campaign,
you can untick placements that don’t suit conversations (such as Audience Network)
so your budget goes to the placements that actually generate quality chats.
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7: When your account suddenly stops performing

This is one of the most common questions | get. Here are the solutions.

Facebook interface buggy? Here's how to fix it

e Reset Ads Manager: three dots in the top right of Ads Manager > Reset Ads

Manager
e Clear browser cache and cookies
e Logout and log back in

e Take screenshots in between so you don't lose anything

Best practices you can implement yourself

e Refresh your ads regularly (at least monthly)

Pause ads that aren't working
e Check cost per conversion

e Increase budget by no more than 20% per week, otherwise the system

collapses
e Trust your own gut feeling, you're often more right than Meta Support

e With manual placements: separate ads for Feed vs. Stories/Reels

"Trust your own gut feeling. You're often more right than a Facebook Ads

representative."
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When your ad account gets restricted or disabled

Sometimes the problem isn’t your ads, it’s your account. If an ad account gets
restricted or disabled, don’t panic and don’t immediately spin up a new one. The
most important rule: stick with one ad account and focus on fixing it. Creating extra
ad accounts to “escape” a restriction usually backfires, and disabled accounts sitting
on your business can block you from creating new ones anyway. Submit the appeal
through the official review flow, wait for the decision, and keep your business and
payment details consistent. Only once your existing account is sorted should you
think about structure changes.

When your pixel isn’t tracking

If your reporting suddenly shows no conversions, the issue is often tracking rather
than the ads themselves. A common cause is the pixel not firing or not being properly
connected to your funnel, so Facebook can’t see the actions people take. Before
assuming your ads failed, confirm the pixel is installed and active on every key page
(especially your landing page, thank-you page, and the page where people buy), and
that the events you optimize for are actually registering. Support will often tell you to
clear your cache, and while that occasionally helps, it rarely fixes a genuine
connection problem. Check the pixel itself first.

Watch out for Advantage+ changing your targeting

Meta will sometimes switch an ad set over to Advantage+ audiences on its own,
quietly removing or overriding the manual targeting you set up. If your results shift
for no obvious reason, open the ad set and check the audience section: you may find
your careful targeting has been replaced by “Advantage+ audience” without you
doing anything. There’s nothing wrong with using Advantage+ deliberately, but you
want it to be your choice. Review your ad sets regularly so an automatic change
doesn’t silently send your budget to the wrong people, and reset the targeting if it
was changed against your intention.

8. What's Possible: 2 Case Studies

Case Study 1: The Acupuncture Practice

A US-based acupuncture practice was struggling with inconsistent advertising. We

restructured their setup with Facebook Leads + Google Ads.

e Lead costs reduced to $1.74

e Funnel with 4-figure programs, videos, email sequences
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¢ Result: First time crossing $100,000 in monthly revenue

Case Study 2: Branding Iron Company and the Art Gallery
Content chaos: lots of content, no strategy. We aligned Facebook Ads, Google Ads,
and all other channels.

e From $500,000 to $1.5 million revenue in 12 months

e C(Clear strategy and clean tracking as the foundation

e Personal highlight: the founder fulfilled his dream and opened an art gallery in

Las Vegas

What these cases have in common
Both clients implemented exactly the methods in this guide: clean data

breakdown, clear pain point mapping, tested messaging, and continuous ad

variations. That's no coincidence. That's method.
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9: Your Next Steps

Here's how to put this guide into practice, in the right order.

This week (1 to 2 hours of effort)

1.

Open your Ads Manager and go through all 6 breakdown metrics (device,
placement, gender, age, region, top 3 regions)

Note where the biggest differences in cost per conversion are

Implement immediate optimizations (pause weak placements, redistribute

budget)

In the next 2 weeks

1.

Do the full Pain Point Mapping for your main audience (negative emotions, 3
to 5 problems, Hell & Heaven)

Create at least 5 new ad copies using the PAS style and Al prompts

3. Run each copy through the 4 tests (So What, Clarity, Uniqueness, Proof)

Create 15 to 20 ad variations per ad set

In the next month

Analyze the results of your new ads

Refresh the weakest ads again

Use Reddit, Google Trends, YouTube Insights for deeper audience
understanding

Critically compare your landing page with your Pain Point Mapping (with Al)
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Need personal help?

If you've made it this far, you're serious about getting better results from your

Facebook Ads. You can schedule your personal strategy call (complementary!) here,

and we can map out for you personally, how a long-term FB Ads growth strategy may
look like. And, if you’d like our help in implementing and realizing that growth goal,

we’re happy to chat about the details.

Here's how to find us if you’d like to discover more:

o Website: ajaladigital.com

e YouTube: Ajala Digital (10 years of Google, Meta Ads + Al knowledge, free)

o TikTok: https://www.tiktok.com/@ajaladigital

¢ LinkedIn: https://www.linkedin.com/company/ajala-digital/

e Email: pw@ajaladigital.com

One last thought

Knowledge without implementation is worthless. You now have everything you need
to make your Facebook Ads noticeably better in the next 30 days. The hard part isn't
knowing what to do. The hard part is doing it.

If this guide helps you save money, generate better leads, or simply sleep better at
night because your ads are finally working, I'd love to hear about it. Drop me a line on

LinkedIn or shoot me an email.

Good luck, and stay in touch!

Pamela
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