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Do you know how much revenue marketing initiatives generate?
Marketing has never had so much information at its fingertips, with more and more data sources 
and a rapidly expanding set of technologies to automate the acquisition of insights about their market. 
Marketing can not only provide essential information about prospective customer’s digital or online be-
havior but also how that information influences the sales pipeline. But, if you’re like most organizations, 
it’s easy to know what sales and marketing spends, but it’s tough to get a definitive response on 
what sort of impact Marketing has on current and future pipeline numbers. 

If you can improve your organization’s ability to demonstrate impact then you’ll have greater success 
with your marketing initiatives and create an extremely valuable demand generation organization.
 
The CEO Guide will help you determine: 
• What metrics should I hold marketing accountable?
• What metrics should sales and marketing share?
• How do I set appropriate targets and measure results?
• What should I consider when looking at marketing metrics?
• And more…

Are Marketing and Sales working well enough together to hit target? 
The sales and marketing side of business suffers from a split personality. Often, each department 
works independently from the other with different metrics, standards and understanding of how to 
accomplish demand generation goals. Sales thinks of marketing as the t-shirt providing, party planning, 
brand police. Marketing thinks sales can’t find their way out of a paper bag as only half of them  
follow up on leads. 

Driving the change that shifts the culture to a metrics-driven practice will have a profound impact 
on your top-line numbers. Marketing could become the best positioned to provide rich information 
about the market. If Marketers build a better reporting practice, they will have an opportunity to create 
alignment within the two departments. Better market knowledge and improved alignment results in  
a focused Demand Generation engine.

Ready
?

Why should I read the CEOs Guide to 
Marketing Accountability?

38% of CMOs said that aligning and integrating sales 
and marketing was a top priority in 2014.   
[Source: CMO Council]  
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Improved alignment will also elevate marketing’s position within the organization, as it will force  
marketing to speak more about hard numbers such as revenue growth and pipeline. The more  
tactical measurements would remain within marketing’s walls. 

Sales reps ignore 50% of marketing leads.   
[Source: The B2B Lead]  

5 Conversat io
n starters for

 the Sales VP
 and the CMO

. . .

1. What does a qu
al ified lead loo

k like?

2. Where and how
 do we fix our

 funnel leaks
?

3. How do we
 know when 

a prospect is
 ready to spe

ak wi th sales
?

4. Do we ag
ree on the n

umbers i t tak
es to fi l l t he 

pipel i ne and 
h i t goal?

5. Wha t ’s t he be
st source of 

leads?
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Build Intent to Measure into your Plans
Just in case, you’ve never held a marketing office, here’s 
what might be happening. Marketing is in the middle of a 
hectic Tuesday, and it’s really easy to forgo consideration 
of how they will measure performance in favor of just  
getting the flipping campaign out the door. 

Require that your marketing leadership create a  
framework for how and what gets measure during their 
planning sessions (typically annually and quarterly).  
This approach equates to our favorite New Year’s  
Resolution of losing weight. And, since we all know how 
hard it is to keep up with those, build the reporting  
discipline into your everyday activities. Each and every 
program run should have a section that asks not only for 
goals but also for how the activity gets measured. This 
equates to the sticky note on the fridge that says “Ice 
cream is not really just a source of calcium.” 

How to show Marketing Attribution 
to Revenue

A note on 
data collection:   
The less information asked of your 
prospects, the more likely you are 
to obtain their basic content 
information. Balance the opportunity  
of communicating with them 
against needing more information 
from them to make Marketing’s 
analytics more meaningful. 

You can’t very well measure how 
well your campaign did in a certain 
industry if you don’t know with 
what industry the prospect identifies 
themselves.

Your choices are to:
 
1 Ask for more information upfront 

2 As the individual progresses, 
ask them to provide more  
information in a series of gated 
forms and/or 

3 Use external databases and 
automate the appending of  
information to your contact’s  
record

Questions the entire 
organization should 

take to heart
Signs of Dysfunction

What are your goals? 
E.g. Revenue, Upsell, 

New Logos

The desired end-state isn’t 
understood and/or able to be 

communicated clearly

How will you measure your 
results against those goals?

You cannot easily acquire, 
access or analyze the data

When and how often will 
you take measurements?

Your metrics don’t match 
your client buying cycle

Will anyone make a change 
in their activity based on this 

measurement?

Vanity metrics that don’t 
drive improvements

Is our approach 
simple enough?

More time is spent pulling 
information then marketing

The reports that your Sales and Marketing organizations generate should take the form of a standard 
view that looks at the same numbers, conversion rates, etc.… in the same way each time. Changes in 
how you analyze business performance should merit the same level of attention as any other fundamental  
component of your business. If people spend more time deciding what’s for lunch, but are happy to 
change reporting on-the-fly, you will end up not getting the information you need to take to the Board.
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How to get Metrics that mean something to you
As a CEO you should be asking Marketing for a specific format and set of metrics. A well-designed 
reporting rubric will include a layer of metrics to illustrate marketing program performance as well as 
a layer that speaks more broadly to the health of the entire business. The challenge is that there’s so 
much information, in reports and dashboards, in different views, from different systems and available 
across multiple variables that it can be overwhelming to make sense of it all. And, most marketing 
leaders bear the responsibility of marketing analytics – if they don’t do it, nobody else will or can,  
yet their colleagues still have expectations on getting useful information from Marketing. 

The tendency is for Marketers to talk about softer metrics such as click-through-rates, number  
of followers or conversions. Instead, ask that they use the metrics described below so that your  
conversation shifts to discuss what new business is brought in, performance against revenue  
goals and overall cost effectiveness. These types of discussions will put sales, marketing and  
corporate leadership in a better position to launch new strategies and programs. 
 

Is Marketing helping to grow the business?
• Marketing Contribution to New Business. For this ratio, identify all the new customers during  

a certain time frame. Then determine which of those came from a marketing generated lead.  
You can then divide that number by the total number, or you could also look at their revenue.  

• Marketing Influence on New Business. Much like Marketing Contribution to New Business,  
review all of the new customers from a certain time period. Then determine (by quantity or  
revenue) what percentage interacted with marketing during the sales process.  

• Marketing Contribution or Influence on Pipeline. Take the same approach described in the first two 
bullets, but examine your pipeline of expected business instead. This analysis helps show whether 
you need to adjust your plans in order to hit your revenue targets. 

• Growth of Existing Customer Revenue. Many company’s revenue stream is reoccurring or  
originates from cross-sell/up-sell opportunities. Again, take a similar approach as described above 
to produce a view on this part of your business.  

• Cost to acquire a new customer. Calculate the Sales and Marketing spend during a certain time 
frame and then divide by the number of new customers obtained during that same period. You can 
also review renewal business if applicable to your business. 
 
As Marketers, their first concern should be to understand the market for the company’s goods and 
services. Their quest for that understanding produces a wealth of information about what works, 
what might work and what we should never-ever-not-even-once do again. These changes and 
activities then need to be described in a way that supports action in the C-suite. 
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What Good Looks like for Marketing Metrics
• Nutritious. A good metric should support someone in their quest to make a business decision and 

to take action. Different groups of people will consume the same information differently to aid in 
that quest, but everyone should have their own set of metrics.  

• Bottom line focused. While it’s good stewardship to understand how much it costs across different 
channels to produce leads, it’s important to shift the focus to the bottom of the funnel. Rather than look 
for the lowest cost solution, focus on what maximizes revenue generation and potential pipeline growth. 
 

• Funnel Friendly. No one metric is the silver bullet for identifying problems or opportunities in the 
sales funnel. Best performing organizations take a holistic approach to examining their funnel.  

• Consistent. The metric should be based on standards that everyone agrees on and should be 
able to be reproduced for the same results. 

• Useful not pretty. With so much data it’s easy to build a dashboard or report to create a story  
that looks impressive. You may hear someone talk about “all the people excited to see us at a 
tradeshow”. Meaningful marketing metrics should focus on what’s driving sales in the short-term 
and creating opportunity for the long-term.  

• Substituting quantity for quality. In some cases, it is important to know the volume of a metric. 
What you can’t do is equate the same value to all. There have to be measurements that also detect 
quality. Similarly, you want to prioritize the effectiveness of your programs over your efficiency. You 
could drive the most Facebook likes in the history of the company, but if none of those convert to sales, 
you have wasted time and effort. 

A CMOS LETTER TO THEIR CEO:
 
 SUBJECT: What I need from you.  

Good afternoon, 

Other than a dog-friendly workplace, here’s how you can help me provide a higher level of accountability 
around marketing performance: 

1. Take an anti-silo stance. Revenue health numbers often need to come from different data sources that 
Marketing may not own. 

2. Invest in technology as a means to get the right information. What I provide you - the type and  
sophistication of data - will vary based on the MarTech stack we own. 

3. Drive accountability for revenue across BOTH the sales and marketing organizations. Set realistic and 
fair expectations of metrics and decision-making and give me the time to deliver. 

4. Facilitate scouting ahead. Marketing can drive innovation, but if the only department talking to  
customers is sales, we will lose our ‘customer whisperer’ advantage.

 
Thank you, 
Your Amazing CMO
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Commonly, the sales department purchases a CRM to support their primary processes. Similarly, 
Marketing purchases marketing automation tools to support their outreach. And with two signatures 
on those contracts, you have created an instant barrier to success. If systems are unconnected, if 
data does not pass between the marketing and sales technology, then there is 
no means to provide return on investment analysis. Here’s how one Measured 
Results Marketing client overcame the barrier for improved reporting:

Case Study: 
Build Stronger Pipelines by Connecting the Data Dots 
Between Sales and Marketing

A software company in the cyber security space 
was manually uploading leads from one system to 
another. This workaround developed purely as a 
way for Marketing to “get the leads to sales”, but 
while basic contact information was delivered, there 
was no sales intelligence around the reason to call 
or activity the lead had generated. The leads often 
languished because sales could not see a reason to 
prioritize following up on these prospects over their 
already busy days. Some of the leads completely died 
as the assignment rules in the CRM issued the leads to 
former sales employees or to a marketing contact. 

Measured Results Marketing built the Demand  
Generation Ecosystem® for this client and a lot of 
the focus went into the Lead Scoring model as well 
as Lead Routing. Building these processes helped 

both the Sales and Marketing organizations come to agreement on what should get 
passed over, when leads should be considered qualified for Sales and identified the 
appropriate process for follow-up. Increased accountability for both departments has 
reenergized their demand generation machine. 

The connection of the two systems revealed that 20-30% of the revenue generated for 
the year could directly be linked to leads delivered by marketing programs. This data 
plus the identification of the best performing marketing programs allowed the Cyber 
Security software company to finally have a more accurate picture of where they got the 
best return on their marketing investment. 
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Often, opportunities get left undiscovered because of poorly defined hand-offs between the sales 
and marketing organizations. In order to measure performance and identify sources for additional 
revenue, sales and marketing need to agree on what gets measured and the terms used to describe 
each significant point. 

Analyze your Sales Funnel
Sales and Marketing need to agree on how to drive the behavior they want within their teams. 
There’s a story about a cat that liked to claw the couch. Whenever the owner caught the cat clawing 
the couch, or even thinking about clawing it, he’d angrily grab the cat and toss it outside. After a few 
repeated episodes, the cat finally learned that if he wanted to go outside, all he had to do was claw 
the couch. If like in the example above, you don’t connect the desired action to the result, Sales and 
Marketing’s efforts continue to work at cross-purposes. Drive the expectation that Sales and Marketing 
have a common approach to the sales funnel.  

While much of Marketing is left-brain driven, it’s important to remain creative. With that in mind, 
please use the space below to draw the shape of your sales funnel.

How to build Sales and Marketing Alignment

DRAW YOUR FUNNEL HERE

Now, mark the important conversion points across your sales funnel (The bulleted list below shows 
a typical approach). In an ideal situation, your CMO oversees the entire ecosystem that links all of 
these components together in terms of actions, expected results and campaigns. 
• Suspects   ::   Prospects
• Prospects   ::   Marketing Qualified Leads
• Marketing Qualified Leads   ::   Sales Accepted Leads
• Sales Accepted Leads   ::   Sales Qualified Opportunities
• Sales Qualified Opportunities   ::   Closed (Won or Lost) Business 

Finally, build reports that will show your typical conversion rates across each of the stages. By using 
these conversion ratios, you should be able to work backwards and determine the number of MQLs 
and even Prospects/Suspects you’ll need. 
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Talk the Same Language
Ask that Sales and Marketing establish some standards. They can walk through the questions below 
together and document definitions. Sometimes your industry or sales cycle means you wouldn’t  
follow standards like the Sirius Decisions Waterfall® or some other construct, but establishing a 
common language between the sales and marketing organizations is still essential. 

What will you call the group of activities / programs Marketing 
runs for lead generation?  
 

What will you call the specific type of activity/ program  
Marketing runs for lead generation? 
 

How will you refer to – and differentiate among – the non-qual-
ified individuals that enter Marketing’s database? 
 

How will you describe individuals that have submitted some 
information via a form on your site or marketing automation 
platform? 
 

What term will you use – and what are the agreed criteria – 
for those individuals that meet your qualification standards 
and are ready to be turned over to Sales? 
 

What term will you use to indicate that Sales has accepted 
the Marketing Qualified Lead? 
 

How will sales and marketing jointly refer to those SALs that 
have opportunities associated to it? 
 

How will you watch over all of the Opportunities?

Note: Remember that these terms often translate into fields in the Marketing Automation and Sales CRM (or they should). 
Be sure there is consistent naming conventions and process flows throughout your technology layer.

It is still vital to measure the performance of all the marketing activities, but that should remain at the prac-
titioner level. I don’t know that I’d stick my fingers in my ears and sing, ‘I’m a little teapot’ when Marketing 
devolves into those conversations. Just reinforce the concept, that it’s important that we’re sending the 
best emails or getting webinar registrations but these aren’t too useful for big-picture demand generation.

According to a Corporate Executive Board study,  
87% of the terms Sales and Marketing use to describe 
each other are negative.
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Hit the Goal
Agreement on the definitions of parts of the Funnel and on the conversion rates go a long way in 
bringing sales and marketing in closer alignment. It also provides the basis for marketing planning. 
Ask that Marketing use the worksheet below or some other format to run a quick analysis on whether 
you have a gap between your marketing programs and your revenue targets. 

Activity Plans Estimated Results
Tips & Tricks Webinar 1/month except summer and holiday 

season. 9 total
480 MQLs
192 Attend
288 - Not Attend

Events/Tradeshows 15 3,200 Pospects
950 MQL’s

Complete a row for all of 
your programs

Total the number against 
your Funnel Metrics

Ex
am

pl
es
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Why is Now the Time for Marketing 
Accountability?

We’ve all heard the statistics about how B2B buyers prefer to take themselves through the buying 
funnel and wait to engage Sales. This shift has transformed how both Sales and Marketing approach 
their profession. Marketing has evolved as the caretaker of a complex Demand Generation Ecosystem® 
with multiple moving parts. And, they face unique challenges because of that ecosystem.

More Technology, Not Necessarily Better
ChiefMarTech.com’s Landscape includes almost 4000 companies, a marked increase from the 
150 in 2011. The bad news is your organization can waste time and resources chasing the newest 
marketing toy. The good news is your Marketing team has a lot of options on how to build the best 
martech stack suited to your company and its development stage. That stack will aid in providing 
marketing metrics and decision-making. 

Touchpoints and Channels Galore 
A Demand Generation factory consists of numerous ways to reach out to potential and current customers. 
Marketing owns the understanding of the right way, sequence and cadence to provide information to 
the marketplace. You’ve probably seen eBooks published, participated in webinars and have used a 
capabilities deck at a sales call. All of these items came out of Marketing’s efforts. The bad news is 
that without end-to-end reporting on what assets and channels contribute to revenue, your business 
becomes a publishing house instead. The good news is that marketing automation and CRM  
technologies (when set up properly) facilitate reporting across all of these components. 

Not just a pretty dashboard 
If you’ve ever asked someone on the Marketing team to make some numbers look good for the 
board – smack your own hand, but commiserate with the fact that it happens often. The bad news is 
that someone has to build the reporting practice within the Sales and Marketing organizations and 
that takes time. The good news is that the technology that supports all of your marketing outreach 
and analysis provides the channel for marketing to do more than just make something pretty. 

Who does what when (Organization)
The roles, structure and processes that surround a Demand Generation Ecosystem® are undergoing  
a natural metamorphosis. A few years ago, everyone was bemoaning the brief tenure of CMOs, but 
that’s lengthening now. In fact, the newest buzz is that more and more CMOs are moving into the 
CEOs office. (Better hide your stapler). Simultaneously, many organizations have adopted a new role 
– the Chief Revenue Officer (CRO) who brings revenue and market DNA into organizations often heavy 
with product and engineering. The bad news is that these trends are still nascent and sales and marketing 
still often operate out of synch with each other. The good news is that the insights out of the sales and 
marketing technology provide the hard data to back up organizational and process changes. 

When sales and marketing teams are in sync, 
companies became 67% better at closing deals.
[Source: Marketo]  



Find Your Yeti
Are you looking for a way to properly analyze marketing impact on 
pipeline in order to drive additional revenue? 
Call us at 571-606-3106 or contact us to start a conversation.
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