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SECTION_01: 
INTRODUCTION

Marketing automation is becoming a standard for the modern marketers technology stack. 

According to SiriusDecisions, there are nearly 11 times more B2B organizations using 

marketing automation than in 2011. Despite the maturity of the product, marketing automation 

software is falling short of consumers’ expectations. This eBook is for people who are not 100% 

satisfied with their platform. 

So, you have been using marketing automation for a few months now and you’re wondering 

“Is it suppose to be this hard?” Let’s get one thing straight, there is absolutely no marketing 

automation software out there (or any software for that matter) that is perfect. But, there is a big 

difference between not perfect and software that does not make the cut. 

Switching can be a time intensive and consuming process. It involves careful research, team input 

and balancing your current needs with long term goals. A few issues with the way the platform 

looks or a weak integration may not be enough to justify switching platforms. If you find yourself 

wasting time with legacy technology, sitting on support calls trying to troubleshoot or just 

notice the feature set no longer aligns with what you are looking to accomplish then it might 

be worth considering a switch. 

This eBook is not for someone who is new to marketing automation. This is for people who 

have been using a marketing automation platform for at least 3 months and are dissatisfied. 

This eBook will walk you through what you need to be doing month-by-month in order to have 

a seamless transition. 

So let’s start with two critical questions: Should I switch? If so, when should I switch? 

IS IT SUPPOSED 
TO BE THIS HARD?
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SECTION_02: 
SHOULD I SWITCH? IF SO, WHEN?

There are a whole bunch of reasons that someone might want to abandon their marketing 

automation platform. Some valid reasons for switching are: consistent system failure, terrible 

support, or lack of useful features. There are lots of less valid reasons, not a fan of the color 

of the platform, name of the company is tricky to say, or a friend told you they don’t like that 

software. To make this a bit easier, let’s break down the reasons for switching into a few broad 

categories: Technology, Support, Alignment. 

TECHNOLOGY: 
If the software does not do what you thought it was going to do, performs poorly, or is constantly 

crashing you might want to start looking elsewhere. Here are some common issues with tech 

that warrant switching: 

●    Not easy to use 

●    Stagnant feature set

●    Laggy and slow

●    Data security concerns

SUPPORT: 
A software provider is more than a set of features. They are a team that supports you and helps 

you grow your program. They are there when things break, they are there to explain new 

features, they help you get setup and they help you scale. You might not feel that way if you are 

running into the following issues:

●    Long wait times on support calls

●    Support calls don’t end in resolution

●    Up-selling to solve problems

●    No consulting services

●    Lack of educational materials
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ALIGNMENT: 
“If it ain’t broke, don’t fix it” That makes sense for small repairs around the house but if I bought 

a snowboard then moved to Saudi Arabia, it could be a great product but won’t do me any 

good. Sometimes a company has a great product, it just does not work with what you are trying 

to accomplish.

●    Continues to support marketing channels that are not aligned with your business

●    New features that are consistently irrelevant to you

●    Focuses on outdated marketing tactics

●    Are not thought leaders in their space

If you checked anything on that list it’s time to start thinking about switching. Now the next big 

question, when do I make the switch? If you have a major issue such as data security or consistent 

system failure you are most likely going to want to begin migrating your system a month before the 

contract expires, which means you should begin the process of switching vendors 3-4 months 

before your contract expires. If using the platform is costing your company sales opportunities, it’s 

probably worth switching as soon as possible. 

Many migrations fail because people are rushing through the evaluation or implementation stage. It 

is key to give yourself plenty of time to carefully evaluate new vendors, get internal buy-in and 

create a cohesive migration plan.

YOU SHOULD BEGIN THE PROCESS OF 

SWITCHING VENDORS 3-4 MONTHS BEFORE 

YOUR CONTRACT EXPIRES.
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SECTION_03: 
WHERE TO DO RESEARCH

You’ll find that switching marketing automation systems is a lot like refueling a jet plane in 

the air. You not only have your usual action-packed days keeping all of your programs running, 

but you also have to find the time to implement your new system. To ensure a smooth transition, 

it’s important to avoid wasting time during your migration by doing your research upfront. 

INTERNAL RESEARCH:
Here are 4 steps to follow while doing the necessary research internally: 

1. CREATE A PROJECT TEAM

Often you’ll do this all on your own. If that’s true or if you have a team, begin an internal 

campaign in order to create buy-in and source requirements. It can be as simple as an 

email to the key stakeholders or you can create your own nurture flow of information to 

ease the transition. 

Members may include an executive sponsor, sales operations, partner/channel sales, client 

management, and both tactical and strategic marketing. The best case scenario is that 

you have representatives from all the affected departments and they will act as a source 

of requirements.

 

2. TAKE INVENTORY

Many people find that utilizing an external consultant is the most practical approach, as it 

frees up resources and often brings to light unknown requirements. 

Capture your database size, number of web visits, number and type of users for pricing 

out new solutions. Have an idea of how many and what type of emails, landing pages, 

programs, etc… so you can eliminate many solutions as either too complex or simplistic for 

your needs. E.g. if you need built in social media outreach. 

Also consider how your marketing platform interacts with other systems and diagram 

out your technology stack (ECommerce, Sales CRM, Accounting/ERP). This information 

will ensure you capture key technology requirements and systems that need to sync. 

People often skip the inventory step due to time and resource constraints and regret it later 

as they miss key requirements. For this reason, you might consider working with your 

own IT department or even an experienced consultant to help collect the information. 
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3. IDENTIFY DESIRED IMPROVEMENTS

Learn from your internal team about their potential requirements, such as ‘It takes me 9 

steps and a large rock to send out our newsletter’. 

Document how you currently use your system (the good and the bad) and then draw some 

conclusions on what you want your future implementation to look like. This could be a 

sketch you keep pinned to your wall or you may need to bring in an external evaluator. 

Begin a review process to identify what improvements you desire and thus what capabilities 

the new marketing automation platform should provide. You may have items that you want 

to bring over as-is, but this is also an opportunity to replace them based on current best 

practices and the capabilities of the new system. 

 

4. PRIORITIZE NEEDS

Avoid being bogged down in the decision-making process by keeping it simple. Use a 

matrix like this one that consists of your requirements and then shows ‘Critical’, ‘Preferred’ 

and ‘Nice to Have’. You can use the matrix for each vendor your team evaluates.

Having this information organized will keep you sane, but it also becomes a good reference to 

use as you build buy-in internally. You can talk to the matrix in different ways as you address 

different internal audiences. (See Section 5: How to Sell Internally)

Critical Preferred Nice to Have

Need #1
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EXTERNAL RESEARCH:
Now that you have a good sense of your requirements, you can narrow the field by gathering 

information on solution providers in the marketplace. Below you’ll find some sources to consider to 

help you build your vendor list.   

Analysts/Industry Experts

These offer a wider range of information on technology options than most 

sources, which often include case studies for best practice information. 

However, many of these individuals earn revenue through vendor sponsorship,

so you’ll need to be mindful of the advertising/editorial line.

EXAMPLES:

● Scott Brinker, chiefmartec.com

● Analyst firms such as Forrester Research, Gartner, 

Constellation Research

Review Sites/Message Boards

Review sites do a good job of listing many of the key providers, so you can 

make sure your list is as complete as possible. Sometimes doing a search 

on [Vendor Name] “sucks” pulls up some more colorful information. You’ll 

find some sites are pay for play or overly biased.

EXAMPLES:

● G2Crowd

● Capterra

References / Peer Group

Friends, colleagues and vendor references are a great resource for 

recommendations and cautions. You can gear the conversation to your 

specific situation. 
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Vendor Websites

You’ll definitely want to peruse their product information to understand their 

functionality. Also spend some time in their company news and community/

help sections. The latter can provide insight on the stability of the company 

and how well they respond to their clients. 

Industry Events

These events can be a very rich source of information, as you control the 

type of event and sessions you attend. You’ll have the opportunity to ask 

questions of people who are highly involved in the industry which is useful for 

your project and your personal network. They can be expensive in terms 

of your time and event and travel fees. Sometimes vendors will cover your 

pass in order to spend some time with you.

EXAMPLES:

● INBOUND 2016, inbound.com

● B2B Marketing Forum, mpb2b.marketingprofs.com

● Martech Conference, martechconf.com

● Local MeetUp/User Group

Now that you have all of your requirements and have developed your short list of marketing 

automation platforms, you are ready to meet and vet the top contenders.
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SECTION_04: 
HOW TO VET VENDORS

Each Marketing Automation software offers different functionality, but what’s most important is 

whether or not you can execute your programs to generate more revenue and to attain your business 

goals. You don’t want to bring a tricycle to an IronMan. How will you utilize the software to reach 

your organizational goals? Overlooking that answer in favor of the bells and whistles on parades 

often mean roll-outs fall apart. 

Here are some considerations for you to vet the vendors on your short list. We’ve provided a list of 

common requirements, but you should add your own as well. In some cases, it’s useful to build this 

table into a spreadsheet so you can create a points and weight system to each Critical’, ‘Preferred’ 

and ‘Nice to Have’ set of requirements. 

Key Business Needs Considerations A B C

DESIGNING EMAILS & 
LANDING PAGES

How much technical or design 
expertise will you need? 

What is the functionality to 
evaluate the deliverability of 
email prior to sending?

EMAIL CAMPAIGNS 
EXECUTION

What is the method employed 
to manage emails? E.g. Lists 
& Workflows; Database with 
Business Rules, etc…

Can the platform dynamically 
display content based on 
rules?

Will the platform adapt to 
your business rules and 
routines?

CLICK HERE TO GET THE REST OF 
THE WORKSHEET.

PRIORITIZE NEEDS AND VET  VENDORS!
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SECTION_05: 
HOW TO SELL INTERNALLY

You did it! You narrowed the field down to the best vendors. You know their strengths, their 

weaknesses, and their teams. Just like the final mile of a marathon, this is the hardest part and a 

critical moment. Now you need to get ready to sell the decision internally to your team. First, you 

need to tailor your message to the person you are pitching, getting your CFO on board is going 

to be a different pitch than getting your VP of Sales to buy-in. So first off let’s figure out the different 

people you need to pitch: 

YOUR TEAM: 
This is critical. You might be the decision maker, but if you don’t have a team who is going to 

back your decision this migration will fall flat. Here are a few key things to stress with your 

team. (Try this Convince Your Team Kit to get started)

●    Ease of use: Drive home the point that having a platform that is easier to use will 

free up time. Freeing up time is essential because it is either going to alleviate 

some seriously overworked marketers or it’s going to allow more time for new 

projects.

●    New Functionality: If your new platform allows you to expand the list of capabilities, 

align those new capabilities with individuals and empower them to make the 

most out of it. 

●   Better Support: A good marketing automation provider will be an expansion of 

your team. They will provide you best practices and help you execute more 

successful campaigns. Make sure to introduce your team to companies you will 

be potentially working with, so they can see if there’s a cultural fit. 
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THE NUMBER CRUNCHERS:
New features, better support, happier employees leave those slides out of this meeting. 

If you want to impress your CFO or quantitative minded C-Suite drive home your going to 

need cold hard facts. The following topics usually align well right brain thinkers:

●    ROI: Return on Investment is the most important metric you need to explain. Be 

upfront about how much the software will cost and provide a clear explanation of 

how much money this product will help you produce. 

● Time to Payback: As you work through those ROI numbers make sure to explain 

how long it will take to pay back the initial setup cost.

● Consolidation: By adding this platform are you able to remove other cost? If you 

were using separate platforms for email and social media and will now be 

consolidating into a single platform make sure to highlight the cost savings.

SALES ORGANIZATION: 
So often we find that sales can drive change throughout an organization but getting them 

on board with purchasing a marketing automation platform can be incredibly difficult. They 

are focused on selling and not making your life easier. Plus there is often tension between 

sales and marketing departments at larger companies. Winning sales as an ally would be a 

huge boost to selling your idea to switch internally. Here’s how to do. 

● More Leads: If nothing else, marketing automation software that is successfully 

implemented will help you drive more leads to your website.

 
● More Qualified Leads: Lead nurturing, lead scoring and analytical tools will 

help you to drive the the best leads to the sales team.

 
● Richer Prospect Profiles: More information about what prospects do on your 

website, where they came from, what caused them to convert will help sellers 

to focus tailor their message for more fruitful conversations.

 
● Respond Quicker: Good marketing automation not only surfaces better information, 

it surfaces that info quicker. Let your sales team now you will be able to alert 

them the second a prospect takes a specific action such as looks at a pricing 

page on your website. 

 

You don’t need to convince everyone. Each organization is different so find who is a mover 

and a shaker in your company, figure out how to get their buy in the drive the point home. 

The more stakeholders that are bought in the better, just try to balance getting buy in with 

getting opinions. Try to avoid getting people’s opinions and shoot for getting their buy-in.  
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THE CONVINCE YOUR TEAM KIT

DOWNLOAD NOW

Getting organizational buy-in is hard. 
We make it easy.

WE’VE GOT YOUR BACK.

FREE RESOURCES TO HELP YOU SUCCEED

THE CONVINCE YOUR CFO KIT

DOWNLOAD NOW

Demonstrate value and secure investment.
 We’ll help you refi ne your pitch.

http://offers.hubspot.com/convince-your-team
http://offers.hubspot.com/value-of-inbound-for-cfos-kit
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SECTION_06: 
MAKING THE DECISION

Everyone is ready to switch. You have narrowed the field to a few very good potential providers. 

Now it’s time to make the call. This is a critical point where each vendor is going to be pulling

out all the stops to win your business. First, think about why you started this process. Are 

your current options solving the problems you identified? Second, is there a consensus choice 

amongst your team? Are people leaning towards one or the other? Third, do you feel like there 

is a good fit between their team and your team? Lastly, do you feel that they are going to support 

you on your path to growth? 

Pull it all together and make the critical decision. You have all the information you need now 

get out there and make the call.  
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SECTION_07: 
A NOTE ABOUT TRANSITION

Switching marketing automation platforms is easy - after all, you’ve got nothing else to do and 
can spend all your time on just this project. It’s also equally true that you can buy oceanfront 
property in Arizona. It’s the rare organization that can go it alone in making a transition to a 
new provider given their already burdened resources. 

Consider these items before you strike out on your own; it may be more effective in the long 

run to work with an independent consultant:

●    The learning curve: Luckily you’re familiar with both the theory of inbound marketing 
as well as how you used your old tool. Be aware that each software vendor takes 
a slightly different approach which means a new vocabulary to learn, time spent 

getting trained and where to find things. 

● It’s marketing’s problem: Your marketing team, counterparts in sales and executives 
have pre-existing opinions on marketing’s effectiveness and the value of this 

project. A solid implementation plan will avoid you losing any political standing.

● The show must go on: You have to continue to run your marketing programs in 
the old system even while you’re mapping fields to your sales CRM, rebuilding 
templates and uploading all of your assets. Be careful in your estimations of a 

realistic project timeline. 

● This aktashite isn’t easy: Your Demand Generation Ecosystem™ consists of many 
complex parts. It’s not just a matter of transferring templates and building some 
new programs. You have to rebuild the connections to other company systems, 
consider the ideal experience for a prospect/client and understand how to run all 

of your programs. 

● Independent perspective: It’s difficult to separate what a salesperson tells you 
about their software compared to working with an expert with day-in day-out 
experience of multiple marketing automation tools. Sometimes it pays off to have 
someone who can give you the inside scoop on what one software does better 
or worse than another based on your specific needs and goals. 

READ THE SHORTEL CASE STUDY.  
Shoretel compared HubSpot vs. Marketo during their migration from Eloqua

READ NOW
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ABOUT MRM
In the world of B2B marketing, delivering more qualified leads, more sales 

opportunities, and more closed-won business is like finding a Yeti. You 

believe it could exist but you’ve never met one. Today, Measured Results 

Marketing is the only company with the ability to help you find your Yeti.

CONTACT US
Call 571-606-3106 or email us at yeti@measuredresultsmarketing.com 

to start a conversation.

SPECIALTIES: 
Platform Migrations, Marketing Automation, Demand Generation, Salesforce.com, 

Lead Generation, Digital Marketing Hub, Marketing Strategy, Integrated 

Marketing Programs

ABOUT SAM BALTER
Sam Balter is the head of Corporate Marketing at HubSpot. Sam is 

an experienced field marketer focused on creating content & campaigns 

around multi-channel marketing, demand generation, system management, 

and mobile marketing. He has spoken at industry events such as Qualtrics 

Insights Summit and been published in Duct Tape Marketer, Mobile 

Marketing Engine and other industry publications. During the off hours, 

Sam enjoys biking, camping and reading history and science fiction books. 
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one of the first to integrate it with a CRM. His hands-on experience comes 

from cutting-edge organizations such as Tandberg; global deployments 

with Cisco, as well as Network Solutions and Full Quota. His firm supports 

marketing professionals by ensuring the entire marketing technology stack 

works in proper alignment with marketing programs and revenue goals. 
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