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What The CEO Will Learn

How Marketing Automation Works

What to Expect from Marketing Automation 

Questions to Ask

What to Manage

Why its Important

Time to read: 15 – 20 minutes
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Understanding the Beast  
– Marketing Automation

The Promise of Marketing Automation
We’ll explain the preceding diagram in a moment. First, we think 
it’s important to understand the “Reason Why” any company would 
consider spending their marketing and sales budget on the tools, 
processes, and tactics that make marketing automation what it is today.

Seven Wins for the CEO
Marketing automation makes seven promises to the faithful: 

1.  Done well, marketing automation will increase your overall sales, both in 
terms of new customers and repeat customers. Many companies enjoy a 
boost of 10% - 20% within 12 months.

2.  It will shorten the sales cycle. Often the reduction is 50% or more.
3.  100% increase in deal size is common
4. 7% higher win rates
5. 9.3% higher sales quota achievement
6. More control of the marketing process
7. And, it should reduce overall marketing and sales costs.

This guide is designed to help the CEO inspect what they expect from b2b 
marketing automation.

The Elements of a Marketing Automation System
Examine the  diagram on the previous page. This is merely one way to paint a 
picture of marketing automation. These elements are:

1.  Prepare: These are the activities and tasks you do before you begin 
implementing ANY marketing and sales system. You should be doing 
these regardless of the system you use, and they are done entirely outside 
of any technology you might implement.

2.  Execute: We call this the “fuel” that feeds  the  marketing automation 
technology. This is the point of failure for many organizations, especially 
those who think the technology will run on its own.

3.  Perfect: This is where the marketing automation technology, strategies, 
and techniques really come into play. It’s where you do all the fine tuning 

The brunt of the 
problem for many 
companies today 

is that they’ve 
failed to recognize 

a fundamental 
shift in how people 

actually buy has 
taken place .
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of your marketing and sales process, and it’s where you reap the rewards of 
all your hard work.

Let’s examine the “Marketing Automation Machine” more closely so that you can 
fully appreciate both how and why it works.

The Three Elements from a Different Perspective
The previous diagram showed marketing automation from a process perspective 
- what happens when. It’s helpful to also look at it from the perspectives of 
responsibility and function.

We can also split marketing automation into these three areas:

1.  Management & Leadership: This includes your commitment to the 
entire system, including getting BOTH marketing and sales managers to 
commit to its success. It also includes all of the marketing and sales work 
you should be doing anyway, such as defining your value proposition and 
creating an accurate message to market.

2.  Data and Content: Data and content are the fuel that keeps the 
marketing automation technology running. On the data side, it includes 
all vital information about your prospects, leads and customers, including 
those you have yet to contact. The content consists of all the emails, letters, 
articles, webinars, videos, and advertisements that you use to attract and 
nurture leads, and that you use to sell to existing customers.

3.  The Marketing Automation Technology, Tactics, and Strategies: 
This is where we dive into the jargon of marketing automation in a big 
way. We create “lead bait” and “lead generation devices.” We build landing 
pages, create opt-in forms, and do split testing of everything. Then, we’ll do 
lead scoring and, perhaps more importantly, lead segmentation.

Test
& Collect

Data
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How the Marketing Automation  
Pieces Fit Together

Piece #1: Management & Leadership
Using marketing automation to engage with and close more profitable customers 
is a great plan unless you lack the time and expertise to make achieving its 
full potential a reality. Marketing Sherpa 2012 Benchmark report suggests the 
following hurdles stand between marketing and success:

Lack of resources in staffing, 
budgeting or time: 62%

Lack of sufficient insight on target 
audience: 32%

Lack of ability to stop executing and 
think strategically: 39%

Lack of alignment between sales  
and marketing: 31%

Limited ability to develop content: 
35%

Lack of reliable data to drive 
decisions: 31%
Lack of clear value proposition: 25%

Not a single one of the above hurdles involves the software or technology. That 
might explain why so many companies who “try” marketing automation don’t 
ever see the promised ROI.

You want to generate more, higher quality leads that close faster, increase your 
revenue and profit, and reduce your cost of sales. 

You can accomplish these goals by:
A.  Creating clear objectives, performance goals and metrics
B.  Facilitating alignment with these objectives and goals
C. Improving the sales and marketing relationship

And from this you should expect:
1.  Clear, detailed content strategy and plans
2.  Data, segmentation and precise targeting of leads
3.  Calm, competent and expert orchestration of the program

For your marketing automation program to be sustainable the implementation 
must not leave your people ragged and bitter but rather feeling accomplished, 
respected, encouraged, inspired and in action as you begin to enjoy the benefits 
of successful marketing automation program.

Research
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What You Should Look for as a CEO
Frustration emerges when expectations are unmet and intentions are 
thwarted. Here are our observations of how to significantly reduce 
frustration and improve your chances of success: 

a.  Clear objectives – everyone involved understands both 
their accountabilities and responsibilities.

b.  Accountability management – there is an 
organizational commitment to setting clear 
accountabilities and then holding people accountable for 
specific outcomes delivered by specific dates.

c.  Revenue plan - a spread sheet that outlines the volume 
of activity required, based on your historical experience in the 
target market, to achieve your revenue goals. The revenue plan is 
the basis of your ability to project if you can achieve a satisfactory 
ROI from marketing automation.

d.  Budget and structure for “escape velocity” – provide enough 
funding for a long enough period of time while isolating the project 
team from politics and competing demands that they have a 
reasonable chance to learn, evolve and refine to the point that the 
target ROI can be achieved.

e.  Marketing and sales alignment – If marketing produces leads 
that don’t turn into revenue, the sales team will ignore marketing’s 
leads in favor of their own if they believe their quality is better. 
Working together in an ongoing dialog the typical failure to 
follow-up can be reduced from as much as 90% to a manageable 
10% - 20%. The pivot point for this alignment is typically the 
nurture program. If you have agreement here you usually have 
solid alignment. Organizations with solid alignment, according to 
Aberdeen, produce 47% more revenue than those that don’t have 
similar alignment.

f.  The CEO Performance and progress report – this is a simple 
report that will show and warn you about progress leading to 
ROI. The key concept of this report is to give you easy and simple 
visibility to what is happening in the marketing process that leads 
to revenue. This report covers the following measures:

f.i.  Total available market quantity (TAM)
f.ii.  Qualified market quantity (QUAL)
f.iii.  Key player coverage quantity (KP)
f.iv.  Responder quantity (RESP)

A failure in 
marketing 

automation 
management 
and leadership 
will lead to the 
failure of the 
entire system . 
management 
and leadership 
will lead to the 
failure of the 
entire system .

Lack of

Marketing & Sales

Alignment
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f.v.  Marketing qualified lead quantity (MQL)
f.vi.  Sales qualified lead quantity (SQL)
f.vii.  Sales accepted lead quantity (SAL)
f.viii.  Opportunity quantity (OPPS)
f.ix.  Proposal quantity (PROP)
f.x.  Win quantity (WIN)
f.xi.  Revenue (REV)
f.xii.  Percent of plan achievement (% P)

TAM QUAL KP RESP MQL SQL SAL OPPS PROP WIN REV % P

JAN 500 80 100 300 150 50 25 10 4 2 300K 5%

FEB 500 120 120 200 100 75 50 30 10 6 600K 10%

CHG 0% 150% 20% 33% 33% 50% 50% 300% 250% 300% 200%

MAR 450 150 140 180 110 65 56 28 11 5 700K 8%

CHG 11% 25% 17% 10% 10% 13% 12% 7% 10% 17% 17%

g.  ROI and the culture of measurement – Simply put, every 
fundamental leading to ROI should be measured. The right set of 
measurement points and key indicators is typically a bit of a trial 
and error effort for many industries.

h.  Limit the influence of Politics – the marketing automation 
team needs to be insulated from competing demands and political 
influences

i.  Make honest communication safe – team 
members must feel safe to communicate with all 
stakeholders, seek clarity and operate under a clear 
and persistent expectation that communication 
threads will be made complete with few loose ends.

Value Proposition and Message 
to Market Match – Reality Checks

Marketing automation will force clarity of your 
message to market alignment if done correctly. 
As you gather data, assess feedback, and see 
what people actually read or view your website, 

Biggest challenges facing 
content marketers today .

•	36%	producing	engaging	content
•	21%producing	enough	content
•	20%	Budget	to	produce	content
•	11%	Lack	of	C-Level	Buy-in
•	9%	Producing	a	variety	of	content

Reality check #1: 
Consider getting your management 
team, division heads and especially 
top marketing and sales talent around 

a large table. Give each a blank sheet 

of paper and ask them to record 
their version of the company’s value 

proposition or elevator speech. Have 

someone record all the answers on 
one document without the author’s 
name. Unless these are all very close, 

you probably have a bit of work to do 

on gaining alignment on your value 
proposition.

Marketing  
& Sales

Alignment
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your team will naturally fine-tune your message to match 
the target market’s desires and needs. A lack of value 
proposition clarity will compromise campaign results and 
drive friction between sales and marketing.

Ask your marketing leader to map your value proposition 
against the alternatives and give you the map. Consider 
talking to 3-5 target market members and others within 
your company who are engaged in dialog with the 
market – Is your market position, value proposition and 
message-to-market-match correct?

Again, you’ll see that everything mentioned above is 
done completely outside of the technology. 

Here’s our stark warning:
A failure in marketing automation management and leadership will 
lead to the failure of the entire system.

Piece #2: Data and Content
When we say data and content are the “fuel” that feeds the marketing 
automation technology, we mean it quite literally. Having marketing automation 
software without an abundant supply of data and content is no different than the 
fastest Ferrari without any gas in the tank.

First, we’ll talk about the “Data” portion and how it fits into the puzzle picture.

Data: If you build it, Will They Come?
Data - What is the “waterfall?” The term refers to how many 
targets will marketing need to communicate with in order to deliver 
the required volume of qualified leads to sales. This dictates the 
amount of good data marketing will require to achieve their goal 
given historical conversion rates.

40% - 70% of Results
Good data is responsible for as much as 40% - 70% of marketing’s results. 
When marketers talk about data, we’re referring to your prospects, leads and 
customers. They’ve got to come from somewhere, and the goal of marketing is to 
get enough high-quality leads to generate the desired sales volume.

Waterfall Definition; 
these are the 

stages in marketing 
between stranger 
and customer . This 

term was coined by 
SiriusDecisions .

Reality check #2: 
Have someone on your 
staff select your top 4-5 
competitors. Go to their 
websites as well as your own 
and pull all of the home page 
copy – one page per home 
page. Remove any mention of 
the company name or other 
identifiers. Put all of the copy 
in the same font style and 
size. Remove any graphics or 
pictures. Now ask your team 
to see if they can select their 
copy and identify the copy of 
the competitors.

Inconsistent
Messaging
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Three Sources of Data:
1. There are many sources of data. There is the prospect data YOU build 

through research, list building, trade shows and the like.
2. Customer data mined from your internal CRM, bookkeeping, customer 

service and so on.
3. Then, there is campaign data. This data comes from “Inbound” visitors 

driven to you by content and the search engines as well as responders to 
“Outbound” campaigns. This is data THEY leave with you as a result of 
their visits and your campaigns performance records.

Is one type of data more valuable than another? Each incremental piece of data 
helps give you a better view of the target market, their interests, their behavior 
and your opportunities. 

Data Questions the CEO Should Ask
1.  How many leads do we need to hit our revenue number?
2.  What is your conversion history? What percentage of those leads you 

start communicating with become customers and ideal customers?
3.  Ask your people to show you that your data is:

a. On target – it contains “ideal customer” prospects.
b. Highly segmented (by specific interest, need  or desire); this enables 

the creation of engaging and relevant content
c. Is clearly defined using “key player maps” (see appendix)
d. Sufficiently supplemented with target profile information to allow 

effective messaging and targeting
e. Integrated customer data

4.  Also, ask if they are doing the following with your data:
a. Performing a recency, frequency and monetary (RFM) analysis on 

existing customers so as to best select new prospects
b. Maintain and frequently cleanse your data
c. Ensure you’re getting enough quality data to achieve your program 

and revenue objectives
d. Not keeping all your data in your CRM or marketing automation 

platform

Finally, make sure you have the following:
• Marketing reference database – this separate SQL based data 

repository has the entire collection of all market data as it exists within 
your company. Subsets of this data are pulled for each campaign and 
loaded into the marketing automation platform.

Market 

to Message 
Match
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• Sufficient Data Sources – make judicious use of data experts. 
A data expert will be able to assure you can see all members of 
your target market, can target those most likely to buy and give 
you the data insight to shorten the sales cycle.

• Full Stage Segmentation – within segments targets will 
fall into one of three perceptual categories: Awareness, 
Consideration and Transaction in orientation. Getting and 
leveraging this status is a fundamental requirement if you want 
to accelerate progress along the buying process.

• Market Coverage – Consider using outside experts to give you 
a reality check about the degree of market coverage your data 
provides. There is probably nothing you can do that will be more likely to 
have a positive impact upon your campaign results.

Content: The Everything to Everyone Ingredient
From Stranger to Customer; Your Content’s Job
When we talk about “content”, we do so under the framework of one of the more 
popular buzzwords today: “Content Marketing.” 

Essentially, you use content to:
• Attract leads: Advertisements (online or off); direct mail postcards and 

letters; articles posted online; articles in trade magazines; press releases... 
these are ALL types of content that must be created by someone. Their 
purpose is to attract a potential buyer’s attention toward you. This could 
be brand recognition or straight-on selling.

• Capture leads: You’ll create content in any one of a number of forms 
to capture leads. Your leads go (via your lead attraction content) to a 
Landing Page, where they trade their contact information for something 
of value you offer - a report, Webinar, video, calculator, self-test, etc. 
Both the landing page and the “tasty appetizer” you use to capture their 
information are pieces of content.

• Nurture leads: Lead nurturing is a significant part of the marketing 
automation process. This content consists of everything from articles to 
live events. You’re doing two things by giving away your best tips, advice, 
and information: 

– Trust. First, you’re building trust. When they see you know what 
you’re talking about, they’ll tend to trust you know what you are 
doing. You remove much of the doubt slows down the sales process.

– Attention. As they consume your content, you’re making note of 
WHAT they consume so you can steer them toward the conclusion 

Today marketing  
automation 
allows the 

prospect to 
self-serve and  

get as much as 
80% or more of 
the information 

they need to 
buy before they 
speak with your 

sales people .

No Sales  

Follow-up 

on Leads
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they want what you’re selling. The theory is if you give them MORE 
of what they want you will earn their undivided attention and 
enhance the probability of winning their business.

• Score and Segment Leads: You’re also using content to score (rate) leads 
and segment them into more finely-tuned groups. Someone who attends an 
hour-long webinar after reading your special report, for example, is likely 
closer to buying than someone who downloads your report for the first time. 
Those who attend one webinar might receive more information related to 
that topic, while those who chose not to attend the webinar can self-select 
other areas of interest. 

The Progression of Content 
The content appropriate to someone just getting into the market is unlikely to be 
appropriate or of interest to someone who has been in the market for months and 
is making the final vendor decision. For this reason we recommend all content be 
distributed across these three stages:

Buying Stage Questions the Content Needs to Address

Awareness

• Help me further define and explore my  
   problem
• What questions should I ask?
• What are my options

Consideration

• How do the options differ?
• How do I evaluate?
• What are the tradeoffs?
• ROI calculators
• Help me build a case for my management
• Case studies

Transaction
• How do I get proof they can perform?
• Which one is best?
• Pricing, terms, conditions

Eliminates Friction from The Buying Process – Shorter Sales Cycles
This type of content will reduce or eliminate a variety of friction points in the 
buying process. Before marketing automation each sales person would handle 
this on a case by case basis often with highly mixed results. Today marketing 
automation allows the prospect to self-serve and get as much as 80% or more of 
the information they need to buy before they speak with your sales people. If your 
content is excellent you’ll win often.

Systematic

Followup
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Competitive Advantage 
With this much content, three different buying stages, many different 
buying roles and possibly thousands of contacts it is probably clear this level 
of complexity cannot be handled manually or with a simple spreadsheet. 
Marketing automation software allows you to give the prospect what they 
want, when they want it and how they want it so you can gain, retain and 
extend your competitive advantage.

This naturally leads us to the next piece of the puzzle - the Marketing 
Automation Technology.

Piece #3: The Technology of Marketing Automation
The term “technology” is used loosely here. 

Look at the following diagram showing what might be a simple sequence of 
events with a lead:

Paid
Search

Online
Ads

Email
Direct
Mail

Phone &
Event

Direct Marketing Campaign Options Indirect Marketing-

Organic
Search

Partners
Public

Relations
Articles -

Newsletter
Client

Referrals

Registration #1

Landing
Page

#1

Landing
Page
#n

Lead
Acquired

Lead
Aquired

Prospect
Activity

Registration #2

Free Report

Mini-Course

Tool

How-To

WWW

Lead Scoring

Explicit Profile
Score

(title, industry, etc.)

Implicit Score
(page views,
downloads

Lead Nurturing Campaign (email)

1. Thank You!
2. What Did You Think?
3. Free Consult
4. Issue Expansion
5. Other Reports
6. Case Study
7. 3 Tips for Success

n Step Email Nurture Prospect Score

Lead Score Increases

Lead
Qualified

Lead Assignment

CRM &Data
System

Goals Drive Marketing Campaign Size and Media Mix

Report
Marketing
& SalesWin or

Lose

Adjust

BANT?*

Data

* BANT = Budget, Authority, Need and Timeframe to buy

In this, you’ll see the “Data” and all of the “Content.” You’ll also see there are a 
number of decision points in which a lead is “scored” and put into different  
buckets or segments, depending on the actions/behaviors he or she takes. 

Poor Nurture
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At the “end” of the process, the lead becomes a “Win or Loss” and either goes into 
“lead recycle” mode within the system or becomes a customer (and then moves 
into yet another segment in the system). 

Note that the lead is “assigned” according to their score through a CRM or sales 
system, such as SalesForce.com. Most of the leading marketing automation 
software systems have some integration with SalesForce or similar CRM and 
sales management systems. Many also have direct interfaces to Webinar systems.

Here’s what the technology does:

• Capture lead data: Obviously, it gives you a means of capturing and 
storing relevant information about your leads. This may start with 
name and email address, and grow to include more specific demographic 
information, habits, interests, and desires. 

• Provide an automatic and instant response: Once a lead is captured, 
you can send what we call “autoresponder” or automated messages to your 
lead. You have to be careful to keep these messages relevant, or you’ll lose 
their attention quickly. A good use of these messages is to direct them 
to other pieces of content so they can self-select into more relevant and 
specific segments.

• Track behavior: This is an important part of the technology. You place 
some tracking code inside of every email, on every landing page, and even 
on every page of your website. You’ll know what each lead does or does 
not do, which gives you a much clearer picture of their specific interests 
and needs. For example: those who don’t open the email can be sent a 
subsequent email taking a different tact.

• Score behavior: You’ll assign different levels of “value” to different pieces 
of content and different actions. Someone who clicks on the “Download” 
button is a lot closer to becoming a customer than a first-time visitor to a 
landing page. Similarly, a conference or Webinar attendee might get extra 
points, while someone who doesn’t bother to open an email won’t get any 
points.

• Real-time marketing and sales communication: One of the places 
marketing automation shines is when you’ve also got a sales management 
system like SalesForce.com. Your sales people can log into the system and 
instantly see where their leads have gone and what they’ve done. They’ll 
know who opened emails, attended Webinars, or looked at a landing page. 
This can make their sales efforts much more effective.

Establish
companywide

Guidelines
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Another Perspective 
Here’s another way to look at the “Mechanics of Marketing Automation”:

Mechanics of a Marketing Campaign

 Determine
Campaign Topic

Select from
"Problems we

Solve"

Select Targets in
Marketing DB

Targets who have
the problem

selected

Determine Most
Wanted

Response

What stage is next
in the relationship?

Determine the
Offer

What content
would be most

valuable?

Build the
Message

Conform to
Marketing Syntax

Pick the Medium
for Campaign

i.e. Direct Mail,
email, phone

Design Response
Mechanics

Landing page,
nurture or

telemarketing?

Communicate
with Sales

Don't let them get
caught flat footed

Report Results

What should be
done differently

next time?

Meaningless
Reports
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Conclusion
Arms Race 
There is an arms race in marketing today. No, it’s not about the biggest budget, 
most ads, best social networking strategy, best blog or best brand. They all 
matter and they all contribute to the arms race.

Orchestration & Judgement 
The core of the marketing arms race is a bit different. In marketing automation 
the core is about orchestrating the right blend of inbound and outbound activity 
and mediums with the right data set and content to be relevant and engaging to 
your target market. 

Budget Surprise
A small budget can accomplish a great deal if done right while a huge budget can 
alienate an entire market if done wrong. Start simple and small, get results and 
learn.

Revenue on Marketing’s Back Now
In today’s world the weight of market engagement and revenue attainment, in 
our opinion, has shifted from the sales team to marketing because marketers 
inform and educate the buyers. As much as 80% of the decision has been made 
by the time sales is first contacted according to recent studies. Today sales role is 
rapidly becoming one of working out the remaining 20% of information exchange 
and closing the deal.

Give  
expert

Advice
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Appendix

Key Player Map
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Branch
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Manager

in�uencer

Marketing
Manager

in�uencer

Project Manager /
Marketing
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technical in�uencer
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ROI 
Monetizing the value of marketing automation is not always straight forward but 
it can and should be done at least monthly.

The following are the typical steps to determine an ROI for investment in 
marketing automation;

1.  Calculate current ROMI (return on marketing investment).
2.  Specify potential improvement in results with automation.
3.  Calculate the new ROMI.
4.  Calculate the preliminary profit improvement before cost savings and cost 

of automation.
5.  Calculate cost reduction improvements and calculate the total preliminary 

profit improvement.
6.  Estimate the cost of your marketing automation investment.
7.  Calculate your marketing automation investment ROI.
8.  Determine Your Current ROMI.    

The other, less precise approach, is to start with the ROI/ROMI step above 
and then put that calculation into the context of an environment where; A) all 
competitors successfully adopt marketing automation, B) only top competitors 
adopt, C) few adopt. Assessing the competitive implications and the hard ROI/
ROMI calculation is difficult but probably is the best route for a CEO to make the 
most strategically appropriate decision.

RISK Management
Successful leverage of marketing automation is fraught with risks that are 
typically and understandably down played by all the vendors involved. Risks 
involve those associated with adoption and operation as well as those associated 
with a decision to not adopt or significantly delay adoption.

Risks associated with adoption and operation of marketing automation:
A.  Executive sponsorship dysfunction;

a.  Inappropriate expectations.
b.  Funding; quantity or duration
c.  Inconsistent funding
d.  Too much variance in funding
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e.  Disconnection of funding to ROI
f.  Poor leadership
g.  Toleration of poor performance and results
h.  Failure to accurately assess and remediate program inadequacies. 
i.  Poor employee engagement
j.  Lack of staff training and development
k.  Lack of contingency planning

B.  Wrong platform – the chosen platform can’t do what your market requires 
to be competitive and cost effective.

C.  Inappropriate goals – Are they appropriate for the program’s stage of 
evolution?

D.  Research – do you understand the market, market segments and 
competitive alternatives

E.  Inadequate data – industry experts often suggest that 40%+ of the results 
of any marketing effort and especially any marketing automation effort 
can be tied directly to the scope and condition of the data used.

F.  Value proposition – is it clear, compelling and actionable?

G.  Messaging – is there a “market to message” match and resonance in your 
messaging copy regardless of medium.

H.  Content – three fundamental criteria; 1) is it engaging and relevant and 
2) does it support the various market segment buying processes, 3) is it 
comprehensive and available in the preferred mediums.

I.  Brand – Marketing automation implies that many things are going to 
happen automatically. It also infers to many that it will happen across 
many target market segments.  If there is poor brand alignment or 
mis-alignment between your brand platform and what is being said via 
marketing automation you can suffer a great deal of brand damage very 
quickly.

J.  Pacing – is your frequency of communication aligned with and tolerated 
by your market?

K.  Conversion

L.  ROI – without proper planning, support and execution it is very possible 
to spend a significant amount of money and have nothing to show for it 
aka no ROI.



 app4 | CEO Guide to Marketing Autmotation

M. Disruption of existing sales cycles – it is very important in most 
B2B complex sales situations that the sales team can suppress some 
communication into accounts where an active sales opportunity exists. 
Mis-alignment between sales and marketing in this situation can kill 
sales cycles at one extreme, harm brand or just reduce margins.

N.  Marketing and sales alignment – Do the two groups share a common 
language, meet regularly and communicate effectively?

O.  Analytics and Reporting – Are the reports understood and actionable?  
Do the indicated actions occur?

P.  Staff – marketing automation requires a set of skills, habits and 
perspectives that often must be hired or outsourced rather than developed 
using existing internal staff. It is possible and perhaps probably that 
the marketing department may see some staff turnover along the way to 
optimizing the use of a marketing automation platform.

Q.  Testing and tweaking – Is the entire system constantly optimized?
R.  ROI – is a satisfactory ROI being achieved and is it steadily being 

improved. Is the ROI context too narrowly or too broadly construed?

Risks associated with delay or the decision to not adopt:
1.  Is marketing automation appropriate to my industry? Signs that it is not:

a.  Driving both inbound traffic and outbound traffic is not practical or 
cost effective.

b.  Market size is too small, narrow or technically challenged i.e. 
market members who do not or cannot leverage the internet to view 
websites, get email or search for information.

c.  Market is non-addressable i.e. low keyword use (inbound) and 
absence of aggregated target data – you can’t economically acquire 
or build a target market list that sufficiently represents the total 
available market or a segment of that market.

2.  Are there clear reasons that it is appropriate to delay adoption such as 
rapid market evolution or regulatory trends that would obsolete any 
investment prior to realization of ROI?

3.  Are you in a dying industry or a fully commoditized industry i.e. forms 
printing or 6% moisture soy beans?

4.  Is your average transaction too small or are per transaction margins so 
small as to make an ROI highly improbable?
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Adoption reality
1.  Constrained resources – It is rare that the existing team at a company can 

successfully implement a MA platform. It is likely that you will need to 
hire a few to many outside contractors to meet your time line and achieve 
your revenue objective.

2.  Technology challenges – Given the diminished role of IT in many 
organizations it may be necessary to temporarily acquire outside resources 
to assure that the technology is operating correctly, safely and to its full 
potential.

3.  Skill limits – Typically existing staff don’t have full perspective on their 
skill limits or its impact on the performance of the MA, CRM and Webiste.

4.  Why the Editorial calendar – This is your year’s activity plan. It is the 
backbone of the MA project. Have the editorial calendar and the various 
campaign reports at every meeting when reviewing progress.

5.  Timeline – Set clear accountabilities and then hold people to them. Keep 
in mind that you will either get reasons for failure to stay on the timeline 
or results; you have to decide what you will accept and tolerate. Please 
keep in mind that if a pattern develops you’ll likely continue to get more of 
whatever you tolerate.

6.  ROI – At time ROI is strong from the beginning. Often, however, with a 
green staff ROI takes at least 3-6 months to begin to achieve its potential.
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CEO Checklist for Marketing 
Automation

❑ Clear written objectives along with timelines and target dates .

❑ Accountability management – there is an organizational commitment to setting clear 
accountabilities and then holding people accountable for specific outcomes delivered 
by specific dates .

❑ Revenue plan - a spread sheet that outlines the volume of activity required, based on 
your historical experience in the target market, to achieve your revenue goals . The 
revenue plan is the basis of your ability to project if you can achieve a satisfactory ROI 
from marketing automation .

❑ Budget and structure for “escape velocity” – provide enough funding for a long 
enough period of time while isolating the project team from politics and competing 
demands that they have a reasonable chance to learn, evolve and refine to the point 
that the target ROI can be achieved .

❑ Marketing and Sales alignment – If marketing produces leads that don’t turn into 
revenue the sales team will ignore marketing’s lead in favor of their own if they believe 
the quality is better . Working together in an ongoing dialog the typical failure to follow-
up can be reduced from as much as 90% to a manageable 10% - 20% . The pivot 
point for this alignment is typically the nurture program; if you have agreement here 
you usually have solid alignment . Organizations with solid alignment, according to 
Aberdeen, produce 47% more revenue than those that don’t have similar alignment .

❑ The CEO Performance and progress report – this “simple marketing automation 
performance report” will show you and warn you about progress or lack thereof leading 
to revenue and ROI . The key concept of this report is to give you easy and simple 
visibility to what is happening in the marketing process that leads to revenue .

❑ Data is on target – it represents the accounts you want to do business with .

❑ Data is appropriately segmented (by specific interest, need or desire); this enables the 
creation of engaging and relevant content – this is how you assure your market will be 
most likely to listen to you communicate .

❑ Data has clearly defined “key player map” contacts for each account and site – 
example in the appendix .

❑ Data iss sufficiently supplemented with target profile and selection information 
(appends) to allow effective messaging and targeting

❑ Customer data is integrated – allows cross-sell, up-sell and share-of-wallet progress . This 
is also the best source of new revenue and high ROI from marketing .
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❑ Data is well maintain and frequently cleansed  – this is a fundamental that must not be 
ignored .

❑ Your team confirms that they have ensured they have getting enough quality data to 
achieve your program and revenue objectives

❑ Your team knows that keeping all your data in your CRM or marketing automation 
platform is NOT something you want to do if you are committed to keeping costs low, 
performance high and good marketing and sales alignment . The reasons go beyond 
the scope of this document but suffice to say you only want actionable target market 
data in your marketing automation and CRM systems .

❑ There is enough engaging and relevant content to support the buying process – read 
it and ask yourself “would I move forward in the process or buy if I got this from a 
vendor?”

❑ There are sufficient offers to initiate action from each target market segment .

❑ Is our value proposition clear, differentiated and compelling?

❑ An editorial calendar exists and is being followed .

❑ Lead nurturing is active and in effect for each major segment, product or service . Read 
the nurture string and ask yourself “would I move forward in the process or buy if I got 
this from a vendor?”

❑ Lead scoring is working and the sales team has been educated about what it means .

❑ Your website functions as an information hub for all marketing and sales .

 – The website ranks on page one of Google for your top 10-15 keywords .

 – Your landing pages are being tested and improved on a regular basis .

 – Your content is easy to find, easy to get, is educational and is available in a variety  
 of mediums .

 – You have a way to capture names and email addresses at minimum so you send 
personalized messages .

❑ As the CEO you are leading;

 – A quarterly review of the marketing automation and sales plan

 – Alignment between objectives, measurements and investment

 – Alignment between sales and marketing

 – Monthly review of the “simple marketing automation performance report”
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Expanding Marketing Automation  
into the Future

Why marketing automation is a minimum to survive
You probably know the old story of two men walking in the woods who encounter 
a hungry bear. The first man takes off his backpack, takes off his heavy boots 
and puts on his light running shoes. The second man scoffs: “You can’t out run a 
bear.” The first man smiles and says, “I don’t have to out run him… I just have to 
out run you.”

Marketing automation works on the idea that delivering the right 
communication and content to the right person at the right time will move a 
prospect along through the buying process. When your competitor does this 
better than you, in general, you are at risk of losing. Your job is to get those 
running shoes on and out-run your competitor because the slowest one of you is 
likely to be gobbled up by faster competitors and a rapidly changing market.

The winners in marketing automation are going through the following stages:

B
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The winners realize getting one product or service into effective demand 
generation in a short period of time is a good first step. Good marketing and 
sales alignment will assure these leads get the proper follow-up. Ongoing 
marketing and sales dialog will optimize the quality of the leads and sales 
follow-up.

Based on the early win improvements in data and the website can usually 
be justified. Further wins should make the investment in more engaging and 
relevant content and search engine optimization (SEO) more realistic. 

Assuming the wins keep coming its time to strive for better program 
execution consistency and engagement in the appropriate type of social 
networking for your business.

The final stage is when the entire marketing and sales process has aligned 
to give the prospect and future customers what they need, when they need it 
and in their preferred medium.

Social media reality check
You’ll see this picture goes beyond what we’ve discussed thus far. Your content 
is well-optimized for the search engines (but not over-optimized!). Plus, you’re 
engaging with your customers in relevant areas of social networking, whether on 
LinkedIn, Pinterest, Facebook, or Twitter.

These social networks have realized THEIR real profit is going to come from B2B 
businesses, and so they are rapidly changing their models to fit the needs of B2B 
businesses.
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