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KEY FINDINGS FROM  
THE RESEARCH

Despite years of vetting and advances in media measurement, analytics, models 

and attribution, Forbes research—with over 800 CMOs and 50 subject matter 

experts—revealed that most CMOs still struggle to quantify and communicate 

the value marketing creates to their leadership, peers and partners. 

Research found a universal consensus that the lack of common standards and 

practices for measuring how marketing investments contribute to enterprise 

value limits the ability of business leaders to make the critical strategic trade-

off, reallocation and risk investment decisions required to remain competitive in 

a dynamic and rapidly changing marketplace.



CopyrIghT © 2017  Forbes | 5

KeY fInDInGs
Evidence from financial markets as well as academic and commercial research has demonstrated there is a clear 
connection between marketing investment and activity and enterprise value, which can be quantified and opti-
mized with better performance standards, systems, measures and processes.

The contribution of marketing to enterprise value in an intangible and digitally driven economy is large (in many 
cases over 50%) and growing when brand, customer and digital assets are properly valued and the impact of 
marketing performance, collaboration, and perceptions of innovation on financial outcomes is measured.

There is universal agreement about the need for better marketing accountability across practitioners, academics, 
industry regulators and financial markets. Without broad understanding and consensus measures of the contri-
bution of marketing to enterprise value, marketers, organizations and the economy will suffer: 

●●  organizations risk low returns on investment in marketing, technology, innovation and  
growth at best, disruption from more effective marketers and digital innovators at worst.

●●  CMos will suffer personally and professionally as they face expanded job scope, significant  
credibility gaps at the executive and board level, and enterprise value suffers significantly.

●●  CEos will struggle to generate growth and create value in a low-growth economy where  
intangible assets now compose over three-quarters of enterprise value.

Marketers who pursue higher levels of marketing accountability are achieving 5% better returns on marketing 
investments and more than 7% higher levels of growth performance. 

The research identified 12 common organizational capabilities that high-performing marketers are developing 
to leverage the data, systems and marketing services/partner relationships they have so they can evolve their 
marketing performance measurement systems to a best-in-class model and improve marketing accountability. 

There are five primary roadblocks holding marketing organizations back from achieving higher levels of mar-
keting accountability and performance. Most involve establishing common standards, measures, organizational 
competencies and codified approaches to communicating, measuring and managing the contribution of market-
ing investment to enterprise value.

Every organization can take immediate steps to maximize the contribution of marketing to enterprise value and 
generate profitable growth by improving marketing accountability. Specifically, this research identified a frame-
work for understanding, communicating, quantifying and improving the contribution of marketing to enterprise 
value and top-line growth. It includes:

●●   Six ways marketing strategy, investment and actions contribute to shareholder value

●● Six roles CMos must play within an organization to maximize value creation

●●   Five actions every organization should take to better understand, measure,  
steward and enhance firm value

These findings and action recommendations are detailed in the body of this report. For additional resources, 
tools and support, we invite you to join our Marketing Executive Advisory Council on marketing accountability or 
participate in our ongoing research and standards-setting workstreams we are sponsoring in the Forbes Market-
ing Accountability Initiative in partnership with the Marketing Accountability Standards Board.



6 | Marketing accountability: a ceo blueprint

 

the Financial Contribution of marketing to Enterprise value

A FrAmEwOrK FOr COmmuniCAting, QuAntiFying And imprOving  
thE COntriButiOn OF mArKEting tO EntErprisE vAluE And tOp-linE grOwth

six QuEstiOns Every CEO needs to Ask About growth

1   What is the 
contribution  
of brand  
to current  
and future  
enterprise  
value?

2   Are we doing 
enough to 
leverage,  
protect and  
expand the  
value of our 
customer 
relationships?

3   How  
ready  
is our  
organization  
to support  
growth?

4   Are we  
getting more 
than $9 of  
top-line growth 
for every dollar  
we allocate  
to marketing 
investments?

5   How  
aggressively  
should we 
reallocate 
resources  
to digital 
channels and 
innovation?

6   How  
important  
is innovation  
to growth  
in our 
industry and 
competitive 
set?

thE six rOlEs the CmO plays in Creating Enterprise value

Brand steward voice of the 
Customer

Cross-Functional 
Orchestrator

portfolio  
manager

director of the 
digital roadmap

innovation 
megaphone

Growth is a “team sport,” and as the only member of the executive leadership team to have a primary role in the key 
drivers of value—brand strategy, voice of the customer, digital transformation, the innovation agenda and managing  
a go-to-market process—the CMO needs to be on the growth team.

invEsting in pErFOrmAnCE mEAsurEmEnt yiElds mOrE grOwth

High-performing marketers 
that invest in marketing 
accountability and data-driven 
marketing approaches are 
achieving better returns on 
marketing investments and 
superior levels of growth 
performance

5% higher levels of performance from 
their marketing investments across  
11 categories of investment

5%
7.5% better growth outcomes across 
27 measures of business performance 
at every stage of the journey

7.5%

six wAys marketing Contributes to Enterprise value

Brand value Customer Equity Organizational 
Competence

rOi on growth 
investment

digital growth 
platforms innovation

Marketing strategies and 
investments can contribute 
over 50% of enterprise value in 
a slow-growth economy where 
“intangible assets” make up 
84% of company value

High-performing marketers 
are optimizing the 
performance of 20 media, 
marketing and technology 
investments to accelerate 
growth and create new value

50% 84%

E
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The lack of common standards for measuring how 
marketing investments contribute to enterprise 
value limits the ability of boards, CEOs, CFOs and 
CMOs to make the critical trade-off, reallocation 

and risk investment decisions required to remain competi-
tive in a dynamic and rapidly changing marketplace.

To address these issues in the short and long term, the 
Forbes CMO Practice has formed the Forbes Marketing 
Accountability Initiative.

The Forbes Marketing Accountability Initiative is 
sponsoring a research and standards-setting initiative to 
help marketing leaders achieve a consensus on com-
mon-sense benchmarks and standards for evaluating 
the contribution of marketing to shareholder value, and 
informing critical growth investment decisions. Working 
in partnership with the Marketing Accountability 
Standards Board (MASB) and a Marketing Executive 
Advisory Council, we seek to establish benchmarks, 
methods and standards to better connect marketing 
strategies, investment and actions to business outcomes, 
growth and value creation. Our goal is to work with 
leading marketers, academics, standard-setting bodies and 
experts to come up with practical solutions to the top 
measurement challenges facing CMOs, including: 

 • Maximizing the return on Marketing investment
To address the growing pressure to show financial returns 
on rising investments in marketing assets, new digital 
media, data, analytics and technology needed to compete 
for digitally enabled customers.

 • supporting strategic trade-off  
Decisions With Facts and Data
To support the big strategic decisions—investment 
trade-offs, marketing resource reallocation, big bets on dig-
ital transformation and risk-reward decisions—CEOs and 
boards will need to make in order to generate results and 
stave off digital threats in a rapidly changing marketplace.

 • optimizing the Performance of an  
expanding Marketing investment Portfolio
To address the mandate to manage and measure a 
broader investment portfolio, deeper in the sales funnel, 
with more touchpoints and higher degrees of business 
unit integration.

 • closing the Marketing Performance  
credibility gap
By providing a common vocabulary, economics and stan-
dards to help CMOs collaborate more effectively with 
other business units, and help CEOs, CFOs and boards 
to work toward collective growth goals and transform 
marketing to adapt to a rapidly changing customer, tech-
nology and competitive landscape.

We invite you to join our network of performance-
oriented CMOs and collaborate with your peers to 
establish a consensus and externally validated framework 
for measuring, communicating and maximizing the con-
tribution of marketing investment to shareholder value 
and growth. 

aboUT THe foRbes MaRKeTInG 
aCCoUnTabIlITY InITIaTIVe

Most CMOs still struggle to quantify and communicate the contribution of 

marketing strategies and investments to growth, profits and enterprise value. 

Three-quarters of the Global 5000 CMOs surveyed in this analysis reported 

that their inability to communicate, quantify and optimize the value of market-

ing hurt them both professionally and personally. 

To learn more about the  

Marketing Accountability Initiative,  

please visit our website  

www.cmo-practice.forbes.com  

or contact us directly at  

203.912.8172.

http://cmo-practice.forbes.com
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This initiative was led by Bruce Rogers, chief insights officer and head 
of the CMO Practice, Forbes Media, and authored by Stephen Diorio, 
who is an analyst with the Forbes CMO Practice, an established author-
ity in go-to-market innovation and author of the book Beyond e: 12 Ways 

Technology Is Transforming Sales and Marketing Strategy (McGraw-Hill). 
To define and execute this best practice analysis, Diorio worked with steering 

committee senior executives with decades of experience developing, communi-
cating, executing and measuring growth strategies at the board of director level 
across industries. These experts lent their practical experience and external vali-
dation to the recommendations of this report and how the role of the CMO will 
need to evolve to quantify, communicate and optimize the contribution of market-
ing investment and activity to enterprise value and growth.

aboUT THIs sTUDY: RESEARCH  
OBJECTIVES AND METHODOLOGY

This comprehensive research initiative is based on a quantitative and qualita-

tive survey of over 800 marketing executives from around the world, as well 

as interviews with over 50 subject matter experts, and an in-depth analysis of 

existing academic and commercial research on the topic of marketing perfor-

mance measurement and accountability. 

Bruce h. rogers 

stephen diorio
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to develop a complete picture of the most recent marketing accountability trends, performance levels, 
management practices and technology solutions, Forbes insights undertook four parallel sets of original 
primary research in the first half of 2017. these included:

  Quantitative research from a series of surveys with senior-level marketing executives to identify critical 
issues, trends, benchmarks and best practices for measuring and managing marketing performance at 
the executive and board level. The quantitative research includes a survey of 300 global marketing 
executives in May 2017, and an in-depth follow-on survey of 500 global marketing executives in July 
of 2017 by Forbes Insights.

2  Qualitative interviews with 50 members of the CMO council. 

3   Interviews with over 50 subject matter experts from academic, marketing measurement,  
go-to-market strategy and corporate governance fields.

4   Secondary research from academic and commercial sources supports these findings, validating the 
marketing best practices, success stories, benchmarks and recommendations in this report as well as the 
technology solution analysis. The appendix documents all research sources.

The steering committee includes the following experts:

Carter Burgess 
managing director,
Board practice 
rsr partners

peter horst 
Founder,  
CmO inc

wenda harris millard 
vice Chairman, 
medialink 

wes nichols
Board partner, 
upfront ventures

tony pace  
CEO, marketing  
Accountability  
standards Board

Amy radin 
Board member, 
Association of  
international CpAs 

Connie weaver
CmO, tiAA 

Kimberly whitler
professor  
marketing,
uvA 
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ExECuTIVE SuMMARY

1. THE IMPERATIVE TO  

DEVELOP FINANCIALLY  

CREDIBLE MEASURES  

OF MARKETING  

CONTRIBUTION  

TO VALUE

Marketing accountability—defined as the 
measurement and optimization of the contri-
bution of marketing investments to enterprise 
value—has emerged as a critical issue for 

senior leadership of Global 5000 organizations because 
it significantly limits their ability to create shareholder 
value and organic growth.

Marketing executives are under increasing pressure 
to show that their rising investments in marketing assets, 
media and technology are generating results—in terms of 
growing sales, profits and enterprise value. Marketers are 
being asked to prove the value of their marketing invest-
ments in a rapidly changing marketplace where economic 
growth is slowing, customers are moving to digital chan-
nels, and marketing investment is rising to keep up. In 
2017 marketers will spend over $1 trillion globally and 
over 11% of total sales for the average organization.1, 17
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Measuring the return on marketing investment has 
long been an inexact science. Indeed, the chief executive 
officers (CEOs) and chief financial officers (CFOs) who 
approve marketing investment budgets and capital outlays 
often liken the quantification of marketing performance 
to stapling Jell-O to a tree.

This challenge has spawned an entire industry of 
modeling, measurement and analytics businesses hoping 
to provide marketers with the facts they need to measure 
and optimize the performance of their marketing budgets.

But despite years of vetting and advances in media 
measurement, analytics, models and attribution, Forbes 
research—with more than 800 CMOs and 50 academ-
ics and subject matter experts—revealed that most CMOs 
still struggle to quantify the value marketing creates and 
communicate it to their leadership, peers and partners. As 
a consequence, three-quarters of the Global 5000 CMOs 
surveyed in this analysis reported that their inability to 
communicate, quantify and optimize the value of market-
ing hurt them both professionally and personally.4

  enterprise value is now composed of marketing-driven “intangibles.” Intangible assets such as brand 
value, customer equity and perceptions of innovation now make up over 80% of shareholder value and increasingly 
drive stock price.2

2   executive leaders will struggle to make critical growth and trade-off decisions. Without a common vocabulary 
and set of standards for measuring how marketing investments contribute to enterprise value, boards, CEOs, CFOs 
and CMOs will struggle to make the critical trade-off, reallocation and risk investment decisions required to remain 
competitive in a dynamic and rapidly changing marketplace.

3   organizations must understand and delight digital customers to grow. The digital customer increasingly defines 
every market, and the majority of new growth will come from digital channels. As a consequence, 89% of organizations 
are prioritizing the customer experience as the focal point of the branding, design, delivery and differentiation of their 
products and services.3

4   Marketing performance impacts company valuation. Research by the Marketing Accountability Standards Board 
reveals that organizations that get more mileage from their marketing investment and higher returns on marketing 
investment (ROMI) generate value premiums and grow faster.

The lack of common standards for measuring how marketing investments contribute to 
enterprise value has emerged as a CEO-level issue for four important reasons:

To address this issue, the Forbes CMO 
Practice has initiated an ongoing series of research studies 
to develop best practices research, benchmarks and stan-
dards to change this dynamic to better connect marketing 
investment to business outcomes.

The research found a universal consensus among prac-
titioners, academics, industry regulators and financial 
analysts interviewed about the need for better market-
ing accountability and common standards and practices 
for measuring marketing performance. The study found 
that without broad understanding and consensus mea-
sures of the contribution of marketing to enterprise value, 
marketers, organizations and the economy will suffer. 
The continued absence of financially credible measures 
of marketing contribution to value has several negative 
consequences:

1.  Senior executives will struggle to make the critical 
trade-off, reallocation and risk investment decisions 
required to remain competitive in a dynamic and 
rapidly changing marketplace.

2.  Boards risk destroying value with suboptimal 
returns on their growing strategic investments 
in marketing, digital technology, innovation and 
growth—or disruption from more effective mar-
keters and digital innovators.

3.  CEOs will struggle to generate growth and create 
value in a low-growth economy where intangible 
assets now compose over three-quarters of enter-
prise value.

According to Alan Gellman, CMO of Credible, the 
impetus to develop financially credible measures of mar-
keting contribution to value needs to come from the top 
down: “To solve the marketing accountability problem, exec-
utive leadership from the board of directors on down need to 
agree on a shared hypothesis about the problem, the solution, 
the investments and the outcomes that will drive enterprise value 
and grow shareholder returns.” 
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Right now, these constituents are not on the same 
page, according to Carter Burgess, managing director of 
the board practice at the recruiting firm RSR Partners: 
“When we polled the boards we worked with, we found that 
most of the directors believe their marketing organization’s per-
formance is average or below. Given their financial acumen, 
board directors are also much more likely to believe market-
ing should be able to calculate the ROI of the investments they 
make, particularly in terms of sales attribution.”

the lack of marketing accountability impedes the 
cMo’s ability to drive the growth agenda
Compounding this, CMOs, as leaders of the corporate 
growth agenda, will suffer personally and profession-
ally as they face expanded job scope as well as significant 
credibility gaps at the executive and board level, and 
enterprise value suffers significantly. Three-quarters of 
the Global 5000 CMOs surveyed in this analysis reported 
that their inability to communicate, quantify and 
optimize the value of marketing hurt them both profes-
sionally and personally.4

According to Chris Hummel, CMO of United 
Rentals, “CMOs face several functional challenges. It is diffi-
cult to measure success. Message clutter and channel proliferation 
add complexity. And the job requires new skills and more col-
laboration across the organization. To thrive in this environment, 
CMOs need to focus on creating value through significant and 
tangible impact on the business. So establishing common measures 
and standards of performance is going to be a survival issue.” 

As marketer’s struggle to keep up with an ever-
changing customer journey, the role of the CMO has 
evolved into an orchestrator of an increasingly complex 
marketing and technology ecosystem. Ninety-two per-
cent of the CMOs surveyed in this study are deploying 
funds in a complex mix of 20 marketing, media, channel 
and technology investments to support growth in their 
businesses. Marketers are investing more—on average, 
11% of revenues are dedicated to marketing investments, 
according to the Duke CMO Survey. Yet most of the 
marketers interviewed report they are unable to connect 
their investments to enterprise value, leaving CEOs and 
boards uncertain of the true value of marketing.

And despite an expanded remit to support brand, sales 
and the customer experience, marketers are not necessar-
ily getting the support, resources or collaboration needed 
to achieve these aggressive goals. For example, right now, 
most (60%) of the marketing budget is not under the dis-
cretion of marketing—only 42% of marketing budget is 
earmarked for strategic or discretionary investment.4

As a consequence, growth has become a “team sport,” 
according to Denise Karkos, CMO, TD Ameritrade. 
“Marketing has the potential to drive a significant volume of 
leads at the front of the funnel. But thinking like a shareholder 
means bringing in the right quality leads, folks who have the 

money and interest to do business with you, and developing sus-
tainable relationships with them. That requires teamwork. You 
need to partner with IT, sales, compliance, service and product to 
drive sustainable growth—quality relationships. In our industry, 
we partner with advisors to deepen relationships, legal and com-
pliance to accelerate speed to market, and product is our partner 
on digital transformation.”

To be effective in this environment requires team-
work—not competition—with other business units. 
According to Mercer’s North American CMO, Peter 
Bingaman: “Marketing leaders have a responsibility to edu-
cate the entire business, all leaders, on the value marketing can 
bring to the company’s growth agenda—to provide more context 
for the many ways we share the responsibility for growth, and 
where we need to work together to achieve collective outcomes 
that improve enterprise value. We need to frame the conversa-
tion to arrive at a common language and set of economics about 
the financial impact marketing has, and the interrelationship 
between sales, product, finance, IT and supply chain, among 
others. That is necessary to truly make growth happen at a faster 
rate than it otherwise would.” 

Most CMOs, and their peers in finance and busi-
ness units, agree. CMOs consider the development of an 
internal framework that measures how marketing activi-
ties contribute to enterprise value to be the top way they 
plan to address the challenge of measuring ROI of mar-
keting, and over half (59%) of CFOs attach a high priority 
to measuring marketing ROI in the next three years.4

“Marketing accountability has emerged as a hot issue 
because the CMO has an expanded role and is expected to 
have a bigger impact on the business,” according to Thomas 
White, CMO, TIAA Institutional Financial Services. 
“CMOs are charged with driving results deeper in the customer 
journey and taking a bigger and bigger role in driving sales out-
comes and profits, and in growing enterprise value.”

While big data, analytics and technology offer 
the potential to increase transparency, attribution and 
accountability for business results, so far, they have failed 
to deliver on that promise. For example, a recent survey 
by Forbes found that 89% of the marketers interviewed 
reported being unable to quantify the return they are 
getting on their investments in data and analytics.6

Our research has found that adopting advanced data-
driven marketing measurement methods and best-in-class 
standards for marketing performance measurement and 
attribution are essential to marketing accountability. In 
order to fully capitalize on advances in data, analytics 
and marketing mix modeling, progressive marketers real-
ize they need to evolve their measures of performance 
to better inform the critical decisions the CMO must 
make to stay ahead of customer preferences, accelerate 
growth and avoid disruption or commoditization in a 
rapidly changing marketplace. As a consequence, most of 
the marketers interviewed in this study report that the 
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complexity of measuring marketing performance and 
the lack of externally validated standards for marketing 
performance are severely impeding their ability to affect 
their growth agenda, make informed decisions and take 
appropriate risks. 

For example, the majority of CMOs interviewed 
report they are still making the critical trade-off, reallo-
cation and risk investment decisions required to adapt to 
a dynamic and rapidly changing marketplace based on 
historical investment, or even “gut feel,” instead of data-
driven facts. “Right now, the huge investments organizations 
are making in marketing analytics are better at helping support 
marketing tactics than strategic marketing decisions,” accord-
ing to Elissa Fink, CMO of Tableau. “The A/B testing our 
marketing analytics teams use to track performance is good for 
marketing tactics, campaigns and little decisions. The problem is 
there is no A/B test for the big strategy and trade-off decisions 
the CMO needs to make, where you are either in or out.”

Marketing strategies and investments can deliver 
significant new growth and value
This research report outlines how intelligently man-
aged and measured marketing strategies, investments and 
actions have the potential to make a large and quantifiable 
contribution to shareholder value in terms of six primary 
value drivers—brand value, customer equity, organi-
zational competence, marketing effectiveness, digital 
growth platforms and innovation. The research effort—
entitled the Forbes Marketing Accountability Initiative—
found that marketing investment is undervalued by 

corporate leadership and that superior marketing perfor-
mance directly contributes a significant portion of enter-
prise value at many companies.

the research revealed four keys to help  
business leaders protect and grow the value of 
their enterprise with their marketing strategies, 
investments and actions. specifically, the 
research determined:

1. There is a clear connection between marketing 
investment and activity and enterprise value  
that can be quantified, measured and optimized with 
better measurement standards, systems, measures  
and processes. 

2.  It is increasingly possible to communicate, quantify 
and measure the economic contribution of marketing 
to the enterprise using 18 strategic investments that 
contribute to and maximize enterprise value.

3. There are six roles the CMO needs to play to  
facilitate growth and create new value.

4. There are 12 organizational capabilities high- 
performing marketing organizations have developed 
that allow them to maximize growth, profits and value 
creation though greater marketing accountability.

these are summarized in the Executive summary and outlined in greater detail deeper in the full report, as well 
as ongoing research Forbes has undertaken with marketers, experts and academics to find better solutions to the 
challenge of marketing accountability.

 

Four Keys to increasing the Contribution of marketing to Enterprise value
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undErstAnd thE ECOnOmiCs OF vAluE CrEAtiOn: The study identified  
six questions every CEO needs to answer about building enterprise value in  

a market that increasingly values intangible assets.

idEntiFy yOur winning-hAnd grOwth strAtEgiEs: The study 
provides a framework to help leadership agree upon the top 5 strategic 

growth drivers to maximize value creation for their business.

thE rOlE OF mArKEting in vAluE CrEAtiOn: The research 
identified six roles the CMO needs to play to facilitate growth  

and increase enterprise value.

thE OrgAnizAtiOnAl COmpEtEnCiEs tO dEvElOp: 
The study identified 12 characteristics of highly 

accountable marketing organizations every organization 
needs to put in place to create more value this year.

Enterprise value

18 strategic value drivers

marketing investments and Actions

Key points of leverage and scale
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Evidence from financial markets as well as aca-
demic and commercial research referenced in 
this study show that marketing strategies, invest-
ments and actions can contribute over 50% of 

enterprise value in many organizations.
The contribution of marketing to enterprise value 

in an intangible and digitally driven economy is large 
and growing when brand, customer and digital assets are 
properly valued and the impacts of marketing perfor-
mance, collaboration and perceptions of innovation on 
financial outcomes are measured. 

For example, according to brand valuation standards 
validated by the Marketing Accountability Standards 
Board, brand value alone contributes 19% of enterprise 
value on average. For consumer brands like Kraft Heinz 
and Molson Coors, that number can easily exceed 50% 
of shareholder value.7

And customer lifetime value is being redefined as an 
economic model in a digitally driven economy. Digital 
innovators like Waze ($1.3B), LinkedIn ($26.2B), Tumbler 
($1B) and Airbnb ($30B) have turned digitally enabled 
customer networks into valuable assets. According 
to David Rogers, author of The Digital Transformation 
Playbook, these customer networks create enterprise value 
by shifting from a “broadcast” distribution model to a 
networked model for engaging customers that addresses 
their unmet need and desire for greater access, engage-
ment, customization, collaboration and connections.8

the role marketing plays in growth has 
expanded due to a range of economic, industry  
and functional dynamics.
●● From an economic perspective, intangible assets such 

as brand value and customer equity play a much larger 
role in value creation in a slow-growing market where 
the majority of company assets are intangible. “Marketing 
is more important than ever in a low-growth economy where 
digital disruption is a threat and 85% of the value of a company 
consists of intangible assets like brand value, customer equity and 
product innovation,” according to Dean Harris, who ran 
marketing at Vonage and Kayak.

●● From an industry perspective, marketing perfor-
mance and investment have been hamstrung by a 
lack of transparency in the marketing services supply 
chain and significant changes to the value proposition 
agency partners need to provide. According to Michael 
Farmer, author of the book Madison Avenue Manslaughter, 
“Ad agencies need to acknowledge and accept that clients are 
governed by shareholder value concerns, and that the mission 
of the agency needs to be refocused on helping clients improve 
brand growth and profitability.”9

●● From a functional point of view, the growing com-
plexity and composition of the modern marketing 
mix—and the job of CMO overall—has put marketing 
in control of more of the levers of value creation. These 
include digital platforms, content, marketing intelligence 
and the customer experience. Managing this complex 

2. MARKETING CAN CONTRIBUTE OVER 50%  

OF ENTERPRISE VALUE
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investment portfolio requires higher degrees of mar-
keting accountability and a deeper understanding of 
the economic contribution of marketing investment to 
growth and firm value.

“Going forward, boards are going to need to create a check-
list of key competencies, capabilities and experiences they will 
need going forward to protect and build shareholder value in 
an economy that is increasingly digitally driven and where 
the majority of corporate assets are intangible. Going forward, 
the conversation about growth, risk and investment is going 
to increasingly revolve around issues like adapting to rapidly 
changing customer behavior, digital transformation, enhanc-
ing the customer experience, brand asset impairment and the 
corporate innovation agenda. Leaders with marketing experi-
ence—in consumer products, brand management, e-commerce 
and marketing analytics—are going to have a bigger voice in 
these conversations,” says Carter Burgess of RSR Partners.

Our team found that academic and commercial 
research, industry standards and emerging measurement 
methodologies are creating a clear connection between 
marketing investment and activity and enterprise 
value. This analysis yielded a marketing accountabil-
ity framework that makes it much easier for individual 
organizations to measure and quantify the ways mar-
keting can create value. Some of the primary ways 
marketing strategies and investment drive enterprise 
value include:

●● Intangible assets such as brand value and customer 
equity influence customer behavior in ways that create 
financial benefits and represent a significant portion of 
enterprise value.

●● Technology—in the form of digital platforms and 
product, service and channel innovations—creates new 
growth potential for legacy organizations and plays a 
much larger role in the value of a company.

●● Organizational competencies in information sharing, 
collaboration and marketing effectiveness are directly 
correlated to growth and increased company value.

To capture the full range of growth options, the 
research isolated 18 discrete strategic value drivers with 
the potential to maximize growth, profitability and 
shareholder value. These represent the major strategic 
trade-off and investment decisions leaders must make 
as they strive to accelerate growth in a digitally driven 
market and slow-growth economy. These are outlined 
below and developed in greater detail in Section IV of 
this report.

 

the Financial Contribution of marketing to the Enterprise

perceptions of 
innovation

Brand value

Customer Equity

marketing 
Effectiveness

digital growth 
platforms

Organizational 
Competence

•  Emerging global and financial standards for valuing 
the economic contribution of brand that demonstrate 
that brand equity contributes 19% of EV in B2C 
businesses, and 10% in B2B businesses.

•  Regulatory bodies and the capital markets are putting 
pressure on finance to improve operational measures 
and reporting of brand value markets.

•  Academic research has identified a causal relationship 
between investments in customer satisfaction, 
e-service innovations, relationships and Customer 
Lifetime Value economics and enterprise value.

•  Digital innovators like Airbnb, Uber and Waze are 
creating billions of dollars of value by developing 
digitally enabled customer networks.

•  Academic research has identified a causal relationship 
between organizational competence, capability, and 
agility and enterprise value.

 •  The MASB has developed research and tools to  
assess and quantify the relationship between 
organizational capabilities and marketing 
effectiveness and enterprise value.

•  Commercial research shows the capital markets  
place a value premium on organic growth over 
profitability as evidenced by the PE ratios of fast-
growth companies like Amazon and Salesforce.com.

•  Research from MASB shows institutional initiatives  
to improve the Return on Marketing Investment 
(ROMI) as a key driver of share price.

•  The capital markets increasingly reward digital 
growth investments, as evidenced by the stock 
performance of Walmart since investing to  
become credible as an e-commerce platform.

 •  The majority of new growth in most industries will 
come from digital platforms and direct-to-customer 
(DTC) channels.

•  Ninety-seven percent of CEOs are pursuing digital 
transformation and innovation investments to boost 
share price.

 •  Academic research has demonstrated the linkage 
between firm innovativeness—and perceptions of firm 
innovativeness—to share price premiums.

  •  Brand economic analysis has quantified the contribu-
tion talent and innovation make to share price.
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strategic value driver impact on Enterprise value

perceptions of 
innovation

Brand value

Customer Equity

marketing 
Effectiveness

digital growth 
platforms

Organizational 
Competence

•	According to research by the Marketing Accountability Standards Board (MASB), emerg-
ing global and financial standards for valuing the economic contribution of brand dem-
onstrate that brand equity contributes on average 19% of enterprise value in consumer 
businesses, and 10% of value in business to business organizations—in many cases higher. 
The CMO of Cisco Systems estimates the contribution of brand value to enterprise value at 
30%. And the chief financial officers of consumer brands Kraft Heinz and Miller Coors both 
valued their brands at over 50% of their total market capitalization, and they have adjusted 
their financial reporting to reflect the growing importance of these intangible assets on the 
balance sheet.7

• The academic research profiled in this report has identified a causal relationship 
between investments in customer satisfaction, a superior customer experience and cus-
tomer networks and enterprise value at legacy businesses. Academic research correlates 
high levels of customer satisfaction, trust and online service innovations with enhanced 
margins, sales growth and enterprise value. Digital innovators like Waze ($1.3B), LinkedIn 
($26.2B), Tumblr ($1B) and Airbnb ($30B) are using digital platforms to create billions of 
dollars of value in a matter of months by developing customer networks that are valuable 
enterprise assets.

• The interviews with CMOs in this analysis have made it overwhelmingly clear that growth 
is a “team sport” and that cross-functional collaboration, decision making and consensus on 
collective goals are essential to efficient growth. This assertion is supported by academic 
research compiled in this analysis that establishes a causal relationship between organiza-
tional competence in analytics, marketing, information sharing and agility and enterprise 
value. The CMO survey found that organizations investing in data-driven measurement pro-
cesses, competencies and systems were achieving significantly higher levels of marketing 
effectiveness and business outcomes.

• Academic, commercial and stock market research demonstrates that superior marketing 
effectiveness creates enterprise value. Capital markets increasingly value organic growth and 
marketing performance, which is reflected in the stock valuations of high-growth businesses 
like Salesforce.com and HubSpot, which make little or no profit at all. Stock market research 
by the Boston Consulting Group correlated high levels of organic growth with share price 
premiums. Academic research studies by the Marketing Science Institute (MSI) found a linear 
relationship between marketing capability and firm performance. And the CMOs in this sur-
vey ranked reducing customer acquisition costs as the top way marketing can contribute to 
shareholder value.

• The capital markets are increasingly rewarding digital growth investments from legacy 
businesses like Walmart and Home Depot as the majority of new growth in most industries 
will come from digital platforms and “direct to customer” channels. And disruptive digital 
business models are creating and reallocating billions of dollars of value across industries as 
diverse as razor blades (Dollar Shave Club), eyeglasses (Warby Parker), recycling, investment 
banking, mattresses (Casper) and mortgages (Rocket Mortgage). IDC predicts that half of 
the Global 2000 will see the majority of their business depend on their ability to create digi-
tally enhanced products, services and experiences by the end of the decade.10

• Academic research aggregated by the Marketing Science Institute has demonstrated 
that customer perceptions of innovativeness have a direct positive effect on financial posi-
tion and firm value. The research shows the short- and long-term effects of innovation on 
stock market value is significantly positive and is even stronger for firms that invest more 
in advertising, firms in the high-tech industries and firms that pursue radical innovations. 
Ninety-seven percent of CEOs are pursuing digital transformation and innovation invest-
ments to boost share price and drive growth because most believe their industry will be 
disrupted within three years.11

six ways marketing Contributes to shareholder value
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The initial findings of that research effort—the 
Forbes Marketing Accountability Initiative—
found that marketers who pursue higher levels of 
marketing accountability are achieving superior 

returns on marketing investments and higher levels of 
growth performance. Specifically, an analysis of over 300 
marketing executives by the Forbes CMO Practice this 
year revealed that the highest-performing marketers 
(those that exceeded their growth plans by over 25%) are 
achieving better returns on marketing investment and 
superior business outcomes from those investments. 

specifically, the study found:
●● High-performing marketers are achieving 7.5% bet-

ter growth outcomes than the total sample from their 
marketing strategies, investments and actions across 27 
measures of business performance across the entire cus-
tomer journey.4

●● High-performing marketers are generating on average 
5% higher levels of performance from their marketing 
investments across 11 marketing investment categories 
spanning digital and offline marketing investments.4

3. MARKETERS THAT INVEST IN MEASURING  

AND MANAGING MARKETING PERFORMANCE  

ARE CREATING MORE VALUE

Chart 1. marketing investment performance by media type— 
high-performing marketers vs. total sample

(1: low performance - 5: high performance)

  high-performers       |  Average 
 
 
 
 
 
 
 
      
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Source: Forbes benchmarks from 300 global CMos, 2017

powered by



18 | Marketing accountability: a ceo blueprint

A deeper investigation into the management prac-
tices of these high-performing marketers revealed they 
are achieving these results because they are more sophis-
ticated and effective in the way they measure and man-
age marketing performance. These high-performing 
marketers are generating superior growth and marketing 
investment performance because they are investing more 
resources, time and talent into improving their marketing 
performance measurement capabilities. A more in-depth 
analysis of 500 marketing leaders found that high-per-
forming marketers (who exceeded growth plans by 25%) 
are using advances in media measurement, analytics, 
models and attribution to significantly increase the value 
marketing creates in terms of growth, profitability and 
enterprise value. The research revealed that high-per-
forming marketers are deploying data-driven marketing 
performance systems that help them make better deci-
sions about marketing resource allocation, create better 
business outcomes, generate better returns on marketing 
investments and exceed their growth plans.

specifically, the research shows that most  
effective marketers are:
●● Much more likely to use sophisticated marketing mix 

and multi-touch campaign attribution models to plan 
growth strategy, demonstrate sales outcomes, support 
marketing measurement and justify budgets. For exam-
ple, over half of high-performing marketers report they 
rely heavily on marketing mix and multi-touch cam-
paign attribution and performance models to support 
their marketing measurements—almost twice the level of 
the total sample.

●● Far more focused on modeling the performance 
of the entire marketing investment portfolio at a more 
granular level, including digital marketing, social media 
and the efficacy of the specific campaign tactics deployed 
using them, than average marketers. For example, over 
half of the high-performing marketers report they are 
much more effective at determining the impact of online 
media, offline media, direct response channels, device 
type and non-media factors (e.g., weather, traffic, econ-
omy) on marketing performance and growth.

Chart 2. CmO Assessments of their Ability to Allocate and Optimize their marketing  
investment resources

to what extent do you agree with the following statements about allocating marketing investment resources?

  high-performers        |  total sample 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Source: Forbes benchmarks from 300 global CMos, 2017
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Chart 3. the resources high-performing marketers rely upon to support marketing performance  
measurement vs. total sample

what resources and partners do you rely upon to support your marketing measurement?

  high-performers        |  total sample 
 
 
 
 
 
 
 
  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Source: Forbes benchmarks from 300 global CMos, 2017

powered by

●● Faster and more effective at shifting marketing 
resources and investments across media, channels and 
stages of the customer journey to optimize performance 
and adapt to the market. For example, twice as many 
high-performing marketers (57%) report their marketing 
resource reallocation and optimization decisions are data-
driven than the overall sample.

●● Dedicating more staff and resources to the devel-
opment of the data, analytics, external benchmarks and 
models needed to support world-class marketing per-
formance measurement as a personal and professional 
imperative. For example, the high-performing marketers 
had significantly (27%) larger internal staff dedicated to 
marketing performance measurement. And over a quarter 
of the highest-performing marketers are investing over 
10% of their working media budget on performance 
measurement and analytics—three times the level of the 
rest of the sample (27% vs. 8%).

●● Building 12 performance measurement capabilities and 
systems that allow them to maximize growth, profits and 
value creation through greater marketing accountability 
in the future. Ninety-one percent of CMOs in the survey 
report they are taking action to better measure market-
ing return on investment in the future. Specifically—98% 
of CMOs are actively investing in data and analytics to 
generate measurable financial outcomes at various stages 
of the customer journey. On average, CMOs report they 
plan to increase budgets for measurement and analytics by 
more than 25% over the next three years.4

As a consequence, the high-performing marketers are 
achieving higher levels of marketing investment perfor-
mance today, and are over twice (2.3 times) as confident 
they are well positioned to be world class in marketing 
performance within the next three years.4

These findings, as well as practical steps every orga-
nization can take to accelerate growth by enhancing 
its performance measurement systems and capabilities, 
are outlined in Section IV of this report entitled: How 
Marketing Investments and Actions Contribute to 
Enterprise Value.
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Without consensus measures of the value 
they create, CMOs face big credibility gaps 
and enterprise value creation suffers. This 
research found that most organizations fail 

to achieve these growth results because they fail to agree 
on a set of clearly defined, common-sense, externally val-
idated standards for measuring marketing performance. 
“The linkage between marketing metrics and financial outcomes 
needs further development,” according to Deborah Wahl, the 
vice chair of the Association of National Advertisers and 
ex-CMO of McDonald’s. “Doing so will foster collaboration 
and create cross-organization confidence that marketing activi-
ties and investment spur growth.” These persistent marketing 
accountability deficiencies have led to growing market-
ing performance credibility gaps between CMOs and the 
CEOs, CFOs and business leaders who support their col-
lective growth goals.

the consequences of these marketing  
performance credibility gaps are significant,  
and increasing over time. 
●● Millions of dollars of investment will be wasted due 

to suboptimal marketing allocation or outright fraud due 
to lack of transparency; strategic marketing investments 
will be unable to compete effectively for resources.
●● CEOs risk leaving the door open to disruption by 

more digitally savvy competitors. 
●● And CMOs will continue to have no voice in the 

boardroom to inform critical digital transformation and 
customer experience investments and strategies.

In fact, only 2.6% of board members have market-
ing backgrounds—despite evidence that the share prices 
of organizations with marketing representation on boards 
deliver superior stock price performance—accord-
ing to an analysis of 64,086 board member biographies 
from S&P 1500 firms by Kimberly Whitler, professor at 
Darden School of Business.12 According to that research, 
a board with one marketing-experienced director is asso-
ciated with an increase of three percentage points in 
total shareholder return over a board with no marketing-
experienced directors. 

This might have to change given the growing impor-
tance of brand value, customer equity, digital growth 
platforms and perceptions of innovation to share 
growth, according to Carter Burgess of RSR Partners: 
“Traditionally, there are very few CMOs on boards. Nor 
are there ‘digital or customer’ committees for them to sit on 
to go along with the core committees that make up the board 
agenda—compensation, HR, nominating, strategy, finance 
and audit. Every board has an audit committee, but very few 
focus on brands, customers or digital strategy—which are prob-
ably more important to the share price in the current market. 
Particularly at consumer businesses, where the brand is probably 
worth more than all the cash and tangible assets in the average 
company and most of the new revenue and share price growth is 
coming from digital value.”

Lori Marcus, who ran marketing for Peloton and 
Keurig Green Mountain, captures the essence of the 
credibility gap: “Having a vocabulary to discuss marketing 
performance is important. And a big issue. Vocabulary facilitates 
common understanding and productive action. All of the other 
management disciplines on the leadership team—operations, 
quality control, supply chain management and finance—have 
a common language to help them communicate efficiently, dis-
sect problems and drive to solutions. Total Quality Management. 
Six Sigma. GAAP. When dealing with these functions, CEOs 
don’t debate the metric, they debate the solution. That’s not the 
case with marketing, where any layman feels they have a point 
of view, and the most basic measures of performance—from 
brand awareness to attribution—are debated, questioned or mis-
understood. It creates too much noise and severely hamstrings 
our credibility and effectiveness as marketers.”

Closing the communications and credibility gap is 
essential if business leaders expect to adapt rationally to 
rapidly changing customers, technology and the compet-
itive landscape. For this to happen, the CEO, CFO, CMO 
and key business leaders need a common understand-
ing of the contribution of marketing to enterprise value 
and growth and the economics of marketing return on 
investment. According to Michael Griffiths, VP of global 
marketing and communications for retail and ecom-
merce at Pitney Bowes: “Marketing is the most important 
function when it comes to driving growth—but least measurable 
part of the business when compared with product, the IT road-
map and sales.” 

4. MOST ORGANIZATIONS ARE  

LEAVING MONEY ON THE TABLE  

BECAUSE THEY LACK MARKETING  

ACCOUNTABILITY
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The first step to closing this gap  

is to understand the underlying 

reasons that it has grown so large. 

Four fundamental issues need  

to be addressed:

 the absence of common and externally 
validated standards for marketing performance. 
The definition of marketing performance is not clear or 
broadly understood. A primary reason that technology 
partners have failed to better quantify the contribution 
of marketing to enterprise value is that CMOs have not 
defined the strategic problem they are trying to solve 
clearly enough. The lack of common standards for mea-
suring how marketing investments contribute to financial 
outcomes limits the ability of organizations to make the 
big investment trade-off and allocation decisions required 
to remain competitive. These decisions are now critical 
in a world where half of CEOs do not know what their 
industry will look like in two years and 97% of them have 
initiated a digital transformation effort of some form.11 
According to John W. Chandler, the former CMO of 
MassMutual: “Marketing does not have the industry-wide, ‘gen-
erally accepted’ or legally mandated standard for reporting results 
that sales, legal, operations, finance and almost every other busi-
ness function does. This hurts our ability to justify and compete for 
investment on an apples-to-apples basis. On top of that, gauging 
the ROI of our work using only marketing-specific measures too 
often fails, because attributing business results solely using current 
marketing measures is too imprecise. Therefore, we must develop 
solid ROI linkages between marketing spend and core business 
results using a deeper analysis, and ideally, develop a common 
standard that makes this attribution resonate across firms and 
industries.”

2   the changing composition and complexity  
of the marketing investment mix. 
Managing marketing investment has evolved to become 
much harder than balancing television ads and sales pro-
motions. Today’s CMO is under growing pressure to 
show returns on rising investments in marketing assets, 
new media, data, analytics and technology needed 
to compete for digitally enabled customers. This has 
changed the economics of marketing and the complexity 
of allocating investment optimally. As a result, the com-
plexity and composition of the marketing investment 
portfolio has expanded to 20 primary media, marketing, 
channel and technology categories.

“The need for marketing accountability may be greater than 
ever given the growing array of marketing investment options and 
the need to prove the value of every dollar invested,” according 
to Tony Pace, the president and CMO of the Marketing 
Accountability Standards Board and the former CMO 
of Subway. “However, ironically, marketing accountability may 
now be harder than ever to achieve, as proven marketing tactics 
are not merely delivering lower returns, but some are irrelevant. 
And newer tactics, although delivering ROMI in particular cir-
cumstances, have yet to be broadly tested and proven. We have 
entered what management theorist Peter Drucker called ‘The 
Age of Discontinuity’ in the marketing realm.”

According to Joe Tripodi, the CMO of Subway, “It’s 
surprising that even in large, sophisticated organizations, many 
CEOs still view the CMO’s primary job as advertising. If I’m 
going into a company, I try to shift that view to be more holis-
tic. Advertising is only a small part of what needs to be done to 
build the brand and the business. A CMO should be responsible 
for R&D, innovation, pricing, packaging, the customer experience 
and other growth levers. It does no good to create compelling ads 
that run in prime time and then under-deliver in the retail envi-
ronment. But a lot of CMOs exacerbate the narrow views that 
people have of the role.”13

Today, over 90% of Global 5000 CMOs report they 
are actively investing in all 20 of these marketing cat-
egories.4 Compounding this challenge is the rate of 
change in investment driven by rapidly shifting customer 
behavior. For example, in 2017, the marketing depart-
ment will spend more money on technology than the 
IT department, according to the Gartner Group;14 digital 
advertising spending will exceed television advertising;15 
and customers will spend more time viewing mobile 
devices than desktops.16

In light of this expanded set of investment options, 
understanding where to reallocate investment resources 
and how aggressively to shift to emerging digital invest-
ments and platforms have emerged as the top short-term 
CMO priorities.4 For example, Shawn Sullivan, CMO of 
the Boston Celtics, needs to worry about how quickly 
fans are moving away from arenas, radio and television to 
new digital sports platforms. “My short-term challenge is how 
aggressively to invest in new digital platforms and formats like 
AR/VR and sports. It’s expensive today and difficult to prove it 
out financially, but there is big upside, and we don’t want to miss 
the trend. Should we let other teams be guinea pigs? Or experi-
ment and be a leader?”

The growing role of technology in the marketing 
investment mix has raised another fundamental issue. 
According to Connie Weaver, the former CMO of 
TIAA: “The CMO is being asked to raise funds for a multi-
year technology roadmap to support the customer experience and 
multichannel execution, while at the same time balancing short-
term demand generation tactics with long-term brand investment. 
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Chart 4. the pace of market Change vs. management tenure 

the relative time frames between management and ownership tenure and the expectation  
for significant market and competitive disruption

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Source: prequin, rSr partners, Spencer Stuart, Digital Surgeons
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Each objective has a unique set of economics, investments and time 
frames. Without a long-term commitment to strategic brand and 
technology platform development, CMOs will not build the criti-
cal business advocacy and are being set up to fail.”

3  the lack of a common vocabulary,  
economics and financial models to communicate 
marketing roi.
In today’s economy—where over 80% of shareholder 
value is attributable to intangible assets2—marketing 
directly and indirectly impacts a significant portion of 
shareholder value in terms of brand equity but also mar-
gin, customer equity and organic growth at low cost. 
According to Edgar Baum, chief brand economist and 
CEO of Strata Insights: “Our empirical analysis shows the 
brand by itself is worth nearly 20% of corporate value, yet most 
businesses don’t measure it or report it, and tend to collapse it 
with the idea of ‘brand’—the ability to put a stamp on a com-
mon good that is only differentiable due to its logo.”

Karen Walker, CMO of Cisco, suggests that the impact 
of brand on shareholder value is even higher, at 30%.18 
Meanwhile, consumer brands Kraft Heinz and Miller 
Coors both valued their brands at over 50% of their 
total market capitalization and have adjusted their finan-
cial reporting to reflect the growing importance of these 
intangible assets on the balance sheet.7 Organizations will 

fail to make optimal investment allocation decisions until 
they can agree upon the size and nature of the contribu-
tion that marketing makes to a company’s growth, profits 
and value.

4  the expanding role of marketing and its 
contribution to growth in a digitally driven 
economy.
Marketers are being mandated to manage and measure a 
broader investment portfolio, deeper in the sales funnel, 
with more touchpoints and higher degrees of business unit 
integration. In the last decade, the role of the CMO has 
expanded to include e-commerce, marketing technology, 
the customer experience and greater accountability for 
sales outcomes. Gartner reports that most CMOs (62%) 
have ownership of e-commerce and will buy more tech-
nology than the chief technology officer.19 Meanwhile, a 
survey of CMOs by Forbes found that most senior mar-
keting leaders (81%) are now individually accountable for 
supporting sales channels and driving more measurable 
sales outcomes deeper into the sales funnel.4 If marketers 
are going to take on a bigger role in the growth equation, 
they will need commensurate funding and support from 
their peers in finance, sales and IT.
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As a direct consequence of this marketing perfor-
mance credibility gap, millions of dollars of investment 
are wasted, over 97% of CMOs have no voice in the 
boardroom, strategic marketing investments cannot com-
pete effectively for resources, and CEOs open the door 
to disruption by more efficient and digitally savvy com-
petitors on their watch.20

The research identified five primary roadblocks hold-
ing marketing organizations back from achieving higher 
levels of marketing accountability and performance. 
Most involve establishing common standards, measures, 
organizational competencies and codified approaches to 
communicating, measuring and managing the contribu-
tion of marketing investment to enterprise value.

Marketers must overcome these common roadblocks 
and barriers to change if they want to improve their 
ability to measure and improve marketing performance 
and drive superior growth. There are a common set of 
roadblocks marketers must overcome to evolve their 
marketing measurement model to a more data-driven 
and unified measurement approach. Senior leadership 
needs to better understand the economic benefits of 
marketing performance improvement on growth, prof-
its and shareholder value, the importance of having a 

cross-functional understanding of the collective out-
comes of the process across business units, and the true 
resources involved in moving to a more unified and 
data-driven measurement approach.

5ROADBLOCKS TO 
MARKETING ACCOUNTABILITY

1.  No common understanding of marketing  
economics and impact

2.  organizational readiness, alignment  
and maturity

3.  Lack of externally validated standards, 
benchmarks and metrics

4.   Lack of transparency in reporting across 
channels, media and silos

5.  Insufficient tools and technologies to support 
data-driven performance measures
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Every organization can take immediate steps 
to maximize the contribution of market-
ing to enterprise value and generate profitable 
growth by improving marketing accountabil-

ity. Specifically, this research identified several practical 
frameworks to help CMOs better quantify, improve and 
communicate the contribution of marketing to enter-
prise value and top-line growth to their leadership. These 
practical recommendations include:

1.  six roles CmOs must play within an  
organization to maximize value creation

2.  Five actions every organization should take 
to better understand, measure, steward and 
enhance firm value

3.  12 characteristics of highly accountable 
marketing organizations

4.  six questions every CEO needs to be asking 
about growth

These are outlined below and detailed  

in the body of the report.

1  six roles the cMo must play within an 
organization to maximize value creation
The interviews with CMOs have clearly established 
that growth is a “team sport” and that marketing shares 
both budget and responsibility for growth with busi-
ness units and key stakeholders in sales, product, IT 
and finance. While CMOs acting alone cannot maxi-
mize growth, they are uniquely qualified and chartered 
to lead the conversation on growth. The fully empow-
ered CMO should have primary and direct responsibility 
for three big value drivers—stewardship of the brand, the 
voice of the customer and the effectiveness of market-
ing investment. And the CMO is the only member of the 
executive leadership team to have a primary role in digi-
tal transformation, the innovation agenda and managing 
a go-to-market process that spans many silos.

2  Five actions every organization should take 
today to create more value
Based on the findings in this initial analysis of marketing 
accountability issues and opportunities, we established a 
foundation of knowledge to help organizations generate 
more value from their major marketing and market-
ing-influenced investments. While this analysis raises big 
questions that require deeper validation and research, it 
also identifies immediate opportunities for organizations 
to take action and improve. Specifically, the findings of 
this initial study suggest that organizations that want to 
drive more short- and long-term value from their mar-
keting strategies, investments and actions should consider 
taking five immediate steps (see exhibit on page 26).

5. PRACTICAL AND PROFITABLE WAYS TO IMPROVE 

MARKETING ACCOUNTABILITY IN YOUR ORGANIZATION



CopyrIghT © 2017  Forbes | 25

 

six roles the CmO plays in Creating Enterprise value
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1    Because brand value makes up so much of enterprise value, the CMO must act as 

Brand Steward: He or she must quantify, protect and grow the value of the brand by 

understanding the marketing and non-marketing factors that impact its value,  

and sustain strategic investment to protect and grow the brand asset.

2    Because investments in customer satisfaction, customer experience and digitally 

enabled customer networks create significant enterprise value, the CMO must act as 

the voice of the customer to executive leadership, ensuring investment strategies fully 

leverage, protect and expand the value of customer relationships.

3    Because cross-functional teamwork drives enterprise value, the CMO—as the only 

member of the executive leadership team with a “front row seat” at all business agility, 

speed to market, customer-centricity and intelligence sharing initiatives—must act as an 

orchestra conductor to ensure strategic investments across silos achieve the collective 

growth goals of the company.

4     Because of the impact superior marketing performance can have on shareholder 

premiums, the CMO must act as a portfolio manager to find the right mix of  

marketing investments to balance short-term growth imperatives with long-term  

value creation.

5     Because the capital markets increasingly reward digital growth investments and digital 

platforms, and “direct to customer” channels are key growth drivers,  

the CMO—as the executive who best understands the impact of digital technology on 

customers’ behavior and experiences—must have direct input into the long-term digital 

roadmap and resource reallocations to digital channels.

6         Because customer perceptions of innovativeness have a direct positive effect on 

financial position and firm value, it is critical for the CMO to be part of the innovation 

agenda and make the most of institutional investments in innovation by promoting to 

build awareness and momentum with customers.

Brand steward

voice of the 
Customer

Cross-Functional 
Orchestrator

portfolio  
manager

director of the 
digital roadmap

innovation 
megaphone
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Five Actions Every Organization should take today to Create more value

 Action impact

Establishing an organizational competence in marketing 
accountability can improve return on working media 
investment and the business outcomes created by 
marketing overall by more than 5% in the short term.4

Establishing an economic value of the brand and a 
common understanding of the top five drivers of 
brand value will allow leadership to focus resources, 
measurements, talent and incentives on activities that 
create enterprise value.

Aligning the role, responsibilities and resources given 
to the CMO with strategies that will create value is an 
untapped opportunity, because the CMO job description 
and mandate have not kept up with the growing 
complexity and composition of the marketing job at the 
majority of organizations. Failure to close this disconnect 
is creating significant inefficiencies, waste and spending.

Understanding the true impact of “non-working” media 
and reallocating resources to the marketing investments 
and actions that are generating the most profit growth 
and value is an untapped opportunity in a market where 
procurement practices have minimized their scope and 
role, and key investments in content and performance 
measurement lack management attention, measurement 
and ownership.

The study identified the lack of common measures  
of marketing accountability as a major impediment 
to sales and firm growth. Establishing a broad 
understanding and consensus measures of the 
contribution of marketing to enterprise value will  
help companies get higher returns on their large 
investments in marketing, technology, innovation 
and growth and avoid potential disruption from more 
effective marketers and digital innovators.

1. benchmark your performance measurement 
competency. Assess your organizational maturity 
against the 12 marketing accountability practices of 
high-performing marketers to identify key gaps and 
low-hanging fruit opportunities to improve both the 
performance and financial outcomes generated by 
marketing actions and investment.

2. Quantify the contribution of brand to enterprise 
value. Conduct a brand economic analysis to quantify 
the value of your brand and understand the top five  
(of 18) drivers of value creation unique to your 
organization’s positioning, capabilities and growth 
strategy in the market.

3. align the role of the cMo with value creation. 
Align the role of the CMO with the six drivers of value 
creation to ensure the CMO is enabled, resourced and 
incentivized to take on the full scope of activities to 
improve marketing performance in the short term  
and execute the strategies that have the greatest 
potential to grow enterprise value.

4. invest in high-return “non-working” marketing 
media. The research shows underinvestment in non-
working media—including content, targeting, and the 
management and measurement of paid, earned and 
owned media investments—because they represent  
the most productive but poorly managed and  
resourced marketing investments in the modern 
marketing investment portfolio.

5. establish a consensus scorecard for success. 
Marketing leadership needs to work with CFOs and 
analytics to establish a “balanced scorecard” that 
attempts to tie all marketing actions and investment  
to enterprise value as much as possible. Given the  
large contribution of marketing to enterprise value,  
it is critical for executive leadership to arrive at a 
common understanding of the top ways marketing 
creates enterprise value and a language, measures  
and collective goals that allow business units to  
partner with CMOs to execute a value-based  
marketing agenda.
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3  12 characteristics of highly accountable 
marketing organizations
The CMOs in the Forbes advisory council supporting 
this study overwhelmingly agree that increased invest-
ment in marketing accountability pays off in terms of 
growth and value creation. The challenge for most of the 
CMOs is that few organizations have a clear picture of 
“what good looks like” when it comes to marketing per-
formance measurement. 

A big part of the answer is to apply greater focus and 
commitment to measurement of marketing performance 
at the executive level. The high-performance market-
ers in this study focus double the investment, staff and 
time on non-working media activities to better measure, 
forecast and plan for superior marketing performance. 
This “measure twice and cut once” approach to mar-
keting investment is generating 5% greater returns on 
specific marketing investments and 7.5% better busi-
ness outcomes based on their competency in marketing 
accountability.4

The commercial, academic and market research com-
piled in this report identifies a dozen material ways 
high-performance marketers are building world-class 
marketing performance measurement capabilities that 
create more value from marketing strategies, investments 
and actions. These include:

1. process improvements. Best-in-class marketers are 
putting in place common planning processes that are 
data-driven and provide CMOs with fast, frequent and 
forecastable guidance to reallocate resources across a 
wide range of investments, maximizing both short- and 
long-term goals. Improving speed to insights and the 
ability to adjust and refine marketing investment allo-
cations frequently has become fundamental to growth, 
according to David Edelman, CMO of Aetna: “We need 
to move faster and be more dynamic. We cannot take three years 
to plan, deploy and run a customer acquisition model. That’s too 
long. We need to move towards creating early warning systems 
rather than building models based on the past (rearview mirror). 
The biggest risk is the failure to estimate the speed and size of 
change early enough.” 

2. incentives. High-performing marketers are establish-
ing a common economic purpose, measures and goals for 
marketing investment across the leadership team. Since 
growth is now a “team sport,” the CEO, CFO and the 
entire leadership team must agree upon the economic 
outcomes the CMO can generate and the contribu-
tion of marketing, strategies, investments and actions to 
grow enterprise value. Establishing a common economic 
purpose includes gaining agreement on the return on 

marketing investments (ROMI) and establishing com-
mon financial measures of the contribution of marketing 
to corporate financial goals. This is important, according to 
Shawn Sullivan of the Boston Celtics, because “there has to 
be a basis of collaboration between finance and marketing. We’re 
fortunate because our leadership has a sales and marketing invest-
ment mindset and I have a high degree of collaboration with the 
CFO. We’re a fiscally responsible organization—as long as we 
can prove the ROI of marketing, leadership will spend as much 
as necessary to continue to grow. I’ve been in my role for 20 years, 
and I can say that’s not the case many of our peers.”

3. investing in people. The fastest-growing organi-
zations are building staff and skills in the core “below 
the line” measurement and analytics capabilities essen-
tial to improving marketing performance measurement 
and driving better marketing results. For example, the 
research identified financial integration, interpreting 
marketing performance data and executing sophisticated 
attribution models as the top skill gaps they need to fill 
to become more effective and accountable. For example, 
the high-performing marketers in this study had signifi-
cantly (27%) larger internal staffs dedicated to marketing 
performance measurement. And over a quarter of the 
highest-performing marketers are investing more than 
10% of their working media budget on performance 
measurement and analytics—three times the level of the 
rest of the sample (27% vs. 8%).

4. performance measurement systems. Marketers that 
are investing in technologies to help capture, integrate 
and analyze data from many sources are achieving higher 
degrees of marketing accountability. The high-perform-
ing marketers in this study are investing in technologies to 
help capture, integrate and analyze data from many online, 
offline and third-party sources to manage the detailed 
analysis required to develop marketing insights as well as 
structured recommendations to support executive-level 
trade-off conversations and decisions. For example, most 
high-performance marketers (61%) are establishing single-
customer profiles to incorporate more data about media, 
channels and touchpoints into their marketing mix mod-
els and deliver higher levels of transparency, attribution and 
connection to financial outcomes.5

These 12 marketing accountability best practices 
are compiled into a marketing accountability matu-
rity model, which is summarized below, and detailed in 
Section VI of this report entitled: How to Take Action.
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12 Characteristics of highly Accountable marketing Organizations
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1.   Cross-Functional Organizational structures: Growth is a “team sport” that requires high degrees of 
collaboration across business units and functions.

2.   measurement skills and Competencies: Marketing accountability requires superior “below the line” skills in 
analytics, modeling and financial integration.

3.   Functional and role Alignment: Marketing must be functionally aligned with the growth strategy and 
enabled, partnered and resourced to achieve company growth goals.
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4.   Common Funding processes: Centralized funding of short-term, long-term and strategic marketing 
investment maximizes ROMI and facilitates trade-offs.

5.   Common planning processes: Common planning processes that are data-driven, frequently updated and 
forecastable improve financial outcomes.

6.   information-sharing processes: Documenting, sharing and leveraging information and learnings across  
the organization directly impacts enterprise value.
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7.   A Common Economic purpose for marketing: Leadership must agree upon the economic purpose and 
contribution of marketing investments and actions to grow enterprise value.

8.   Collective growth rewards and incentive: Executive stakeholders must share growth incentives to foster 
collaboration and achieve collective growth outcomes.

9.   Common Enterprise measures and Kpi: Company growth performance requires connecting the dots  
across many data sources to fuel reliable and externally validated measures of the financial impact of  
marketing investments.
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10.  Common Customer id and profiles: Customer profiles are the foundation of marketing mix and attribution 
models that span investments, channels and stages of the customer journey.

11.  planning, Attribution and Forecasting models: Measurement models must incorporate a wide range of 
detailed performance data to support strategic CMO decision-making and investment trade-offs.

12.  Broad data sources and degrees of integration: The more internal and external data sources integrated  
into marketing planning models, the more robust performance measurement models become.
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1    what is the contribution of brand to current and future enterprise value?

2    Are we doing enough to leverage, protect and expand the value of our customer relationships?

3   how ready is our organization to support growth?

4    Are we getting more than $9 of top-line growth for every dollar we allocate to marketing investments?

5    how aggressively should we reallocate resources to digital channels and innovation?

6    how important is innovation to growth in our industry and competitive set? 

six Questions Every CEO needs to Ask About growth

The contribution of marketing to firm value 
ranges from 10% for business-to-business orga-
nizations to over 50% for some consumer brands. 
This analysis identified 18 strategic growth driv-

ers with proven potential to generate growth, profits and 
improved financial performance. Each individual organi-
zation has a unique set of factors and growth drivers that 

will determine how it grows and where it can create 
the greatest financial impact with its growth investments. 
To quickly focus the board and leadership team on the 
three to five strategies with the greatest potential to pro-
tect and grow company value, the CEO needs answers 
to six questions:

6. SIX QUESTIONS EVERY CEO NEEDS  

TO ASK ABOUT GROWTH
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six ways marketing strategy drives Enterprise value
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A FrAmEwOrK FOr COmmuniCAting, QuAntiFying And imprOving thE  
COntriButiOn OF mArKEting tO EntErprisE vAluE And tOp-linE grOwth

the six roles the CmO plays in Creating Enterprise value

Brand steward voice of the 
Customer

Cross-Functional 
Orchestrator

portfolio  
manager

director of the 
digital roadmap

innovation 
megaphone

the Financial Contribution of marketing to Enterprise value

Brand value Customer Equity Organizational 
Competence

marketing 
Effectiveness

digital growth 
platforms innovation

six Questions Every CEO needs to Ask About growth

1   What is the 
contribution  
of brand  
to current  
and future  
enterprise  
value?

2   Are we doing 
enough to 
leverage,  
protect and  
expand the  
value of our 
customer 
relationships?

3   How  
ready is our  
organization  
to support  
growth?

4   Are we  
getting more 
than $9 of  
top-line growth 
for every dollar  
we allocate  
to marketing 
investments 
and activities?

5   How  
aggressively  
should we 
reallocate 
resources  
to digital 
channels to 
keep up with 
customers, 
competition 
and the cost  
of acquisition?

6   How  
important  
is innovation  
to growth  
in our 
industry and 
competitive 
set?
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To help marketers and their peers on the executive leadership  

team address these issues, the Forbes CMO executives and subject matter experts to 

establish objective benchmarks, methods and standards to change this dynamic to better 

connect marketing investment to business outcomes.

to close the marketing performance credibility gap, this 
analysis seeks to answer four practical questions:
1.  What is the financial and strategic contribution that market-

ing makes to enterprise value in terms of brand equity, margin, 
growth and acquisition costs?

2.  What strategic investments and trade-off decisions are required to 
create that enterprise value in the short and long term?

3.  What marketing strategies, investments and actions are necessary 
to create more value? 

4.  Where are the biggest points of failure, leverage and opportunity 
to improve performance?

What we are doing to help: next steps
To help CMOs and the marketing industry to overcome roadblocks, 
communicate the contribution of marketing to enterprise value and 
find common-sense ways to improve marketing accountability, we 
are now formalizing the Forbes Marketing Accountability Initiative.

1.   We will be hosting councils and forums for practitio-
ners, subject matter experts and industry organizations to share 
our research findings and establish priorities, key issues and a 
research agenda, including panels and workshops for members at 
Forbes CMO Summits and quarterly meetings of the Marketing 
Accountability Standards Board membership.

2.   We will be sponsoring the development of marketing 
accountability best practices by establishing practitioner-
defined, academically accredited and peer-reviewed best prac-
tices, benchmarks and academic research on core measurement and 
accountability issues facing marketers. High-priority research ini-
tiatives include:
•	  Helping marketers assess the organizational readiness, 

alignment and effectiveness of their CMO function and orga-
nizational measurement capabilities

•	  Establishing a center of excellence in marketing accountability 
by aggregating, verifying, validating and documenting proven 
practices, metrics and tools for evolving marketing perfor-
mance measurement and the speed and breadth of marketing 
mix models, and improving multi-touch revenue attribution

•	  Conducting original research to address the most critical ques-
tions and issues facing marketers and the industry overall

•	  Providing proprietary access to data and insights from peer 
organizations, academics, media and measurement organiza-
tions within our membership to better understand the key 
drivers of value and support the biggest strategic investment 
and trade-off decisions with facts and data-driven insights

3.   We will be joining forces with the Marketing Accountability 
Standards Board to identify and agree on common and practical 
measures, standards and solutions to the biggest measurement issues 
facing marketers. Working in interdisciplinary teams, our organi-
zation will identify, verify and share common-sense and systemic 
ways to improve marketing performance and growth, including:
•	  Establishing global and universally endorsed standards for 

quantifying the financial value of a brand and defining the 
underlying drivers and investments that protect and grow 
brand equity

•	  Developing a proven and externally validated MASB frame-
work for growing organizational competency and capability 
essential to achieving marketing accountability, including mea-
sures, organizational structures, processes and skills

•	  Developing executive education, professional development 
and certification programs to help marketing, finance and 
analytics leaders work together to develop better marketing 
performance measurement processes, systems, incentives and 
competencies

7. HOW THE FORBES MARKETING  

ACCOUNTABILITY INITIATIVE CAN HELP

CmOs who are interested in joining our  

membership or benchmarking their organization’s 

measurement and accountability competencies  

can contact our team at the Forbes CmO practice  

and arrange for a guided benchmark assessment at  

www.cmo-practice.forbes.com  

or call us at 203.912.8172.

http://www.cmo-practice.forbes.com
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THE STRATEGIC DRIVERS  
OF ENTERPRISE VALuE

The research has found there is a clear connection between marketing 

investment and activity and enterprise value, which can be quantified, 

measured and optimized with better measurement standards, systems, 

measures and processes. The research also revealed that it is increasingly 

possible to measure, quantify and communicate the economic contribution 

of marketing to the enterprise and identify the key drivers and investments 

that maximize that value.
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18 strategic drivers of Enterprise value
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perceptions of 
innovation

Organizational 
CompetenceBrand value Customer Equity rOi on growth 

investment
digital growth 

platforms

strategic value drivers

1.  Brand Assets
4.  Customer  

satisfaction 
levels

7.  Organizational 
Knowledge 
sharing

10.  Organizational 
marketing 
Capabilities

13.  marketing 
intelligence 
and Analytics

16.  product  
and service 
Quality

2.  Brand  
preference

5.  superior  
Customer 
Experience

8.  inter-
departmental 
Connectedness

11.  marketing 
Effectiveness

14.  digital  
Channel 
performance

17.  perceptions 
of Firm  
innovation

3.  growth 
momentum

6.  strong  
Customer 
relationships

9.  Organizational 
measurement 
Capabilities

12.  sales and 
service 
Effectiveness

15.  Channel 
investment 
performance

18.  talent,  
leadership  
and Culture

Our team found that academic and commercial 
research, industry standards and methodolo-
gies are creating a clear connection between 
marketing investment and activity and enter-

prise value. Our council of CMOs and experts has 
identified the top 18 strategic value drivers that mea-
surably impact enterprise value and represent the big 
strategic growth investment and trade-off decisions 

every enterprise faces. With guidance from our council 
of CMOs and experts, our team has framed a marketing 
accountability model that makes it possible for individ-
ual organizations to better understand and measure the 
value marketing contributes to the enterprise, and pri-
oritize which of 18 strategic value drivers will maximize 
growth, profitability and shareholder value.

These 18 ValUe DRIVeRs  
are outlined in greater detail in the following pages.
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of the value of the  

s&p 500 is made up of 
intangible assets—such 

as brand, patents, 
proprietary processes 

and goodwill.

34 | Marketing accountability: a ceo blueprint

1.  BrAnd AssEts
Brand assets—including brand names, brand-affiliated vendors and partners, 
and branded products and services—have been shown to contribute signifi-
cantly to enterprise value, particularly in a market driven by intangible assets.

Brands are intangible assets that lack physical substance (like patents, copy-
rights, franchises, goodwill, trademarks and trade names), according to FASB 
Accounting Standard Code 350/ASC350. But in a world where most share-
holder value is attributable to intangibles, they can be extremely valuable. “The 
‘brand’ is one of the largest assets that a company owns,” according to Frank Findley, 
executive director of the Marketing Accountability Standards Board. “But 
unlike tangible assets like factories, the brand’s financial value often goes unrecognized. 
This puts marketing and finance teams at a disadvantage for assessing investments in 
the brand such as media.” 

An analysis by Ocean Tomo reveals that 84% of the value of the S&P 500 is 
made up of intangible assets—such as brand, patents, proprietary processes and 
goodwill. Only 16% of the enterprise value of a business is made up of tan-
gible assets like property, machinery, equipment and raw materials that can be 
easily counted and measured. Fifty years ago, tangible assets made up over 80% 
of the value of a business. 

“In today’s economy—where over 80% of shareholder value is attributable to intan-
gible assets—marketing directly and indirectly impacts a significant portion of shareholder 
value in terms of brand equity,” according to Edgar Baum, chief brand econo-
mist and CEO of Strata Insights: “Empirical analysis by the Marketing Accounting 
Standards Board using the latest global standards shows the brand by itself is worth 
nearly 20% of corporate value of a consumer marketing business, and about half that in 
a B2B organization. Yet most businesses don’t measure it or report it, and tend to col-
lapse it with the idea of ‘brand’—the ability to put a stamp on a common good that is 
only differentiable due to its logo.”

These assets can make up as much as half the value of a powerful consumer 
brand like Unilever or Kraft Heinz. According to Forbes, the top 100 brands in 
the world are worth almost $2 trillion. Under new FASB guidelines on intan-
gibles reporting, prominent companies such as Kraft Heinz and MillerCoors 
have both disclosed that their collections of brand assets are substantially more 
valuable than goodwill in M&A transactions. Over 70% of MillerCoors’ cor-
porate value was made up of brands in the transaction (as long-term indefinite 
assets). And over 50% of Kraft Heinz’s market capitalization is made up of its 
brand portfolio as a result of its merger vs. 18% for goodwill.

A poll of board members by RSR Research revealed three-quarters of 
them believe brand equity significantly contributes to enterprise value. Most 
CMOs agree, according to a survey by Forbes. “Thirty percent of your shareholder 
value is your brand,” says Karen Walker, Cisco’s SVP and CMO. “If you didn’t 
believe that, look at United.” 

Academic research reinforces the connection between brand asset and 
enterprise value. Brand image was identified as a high-level strategic marketing 
driver that influences customer decision making and is empirically proven to 
have a direct financial impact on enterprise value by improving brand equity, 
customer equity and growth, according to the analysis “Return on Marketing: 
Using Customer Equity to Focus Marketing Strategy,” Roland Rust, Katherine 
Lemon, Valarie Zeithamal, Journal of Marketing, 2004.
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2.  BrAnd prEFErEnCE
A significant part of a company’s value can be derived 
from brand preference. For example, an analysis of 220 
consumer products by the Marketing Science Institute 
(MSI) found that a superior brand preference or reputa-
tion commanded price premiums of 26% on average, even 
when brand quality is the same—due to the brand-build-
ing impact of advertising and other marketing investments.

Academic research shows that in similar goods cat-
egories, brand preference for the top brands in a given 
category correlates to category profitability. And brand 
tracking studies conducted by MASB and the MSI across 
over 100 brands have demonstrated that brand pref-
erence is highly correlated to predicting cash flow and 
market share. This finding is validated in the marketplace 
by the fact that the dominant phone brands—Apple 
and Samsung—capture the lion’s share of profits in the 
mobile handset category.

“Over the last 40 years an array of brand-tracking stud-
ies by academics and independent research houses have proven 
again and again that brand preference is a primary driver of 
customer choice, business outcomes and cash flow,” accord-
ing to Tony Pace, CEO of the Marketing Accountability 
Standards Board. “That value has been traditionally reflected 
in the capital markets as a premium that brand-based businesses 
are paid on acquisition and in transfer pricing. The challenge 
today is the brand asset is not reported financially, valued or 
managed as a business asset in most organizations.”

This lack of clarity on the role of brand preference 
in enterprise value has caused a wave of activist investors 
to challenge how well organizations are leveraging these 
assets, and is muddling mergers and acquisition transac-
tions. The capital markets are putting pressure on finance 
to better operational measures and reporting of brand-
value markets. Recent mergers and acquisitions reveal 
that the leadership of brands like Unilever do not have 
solid understanding or consensus on the value of their 
branded assets. And activist investors are exploiting this 
confusion by acquiring well-known brands like Kate 
Spade and Joe Boxer to better monetize and leverage 
these valuable assets in global markets.

And organizations will fail to make optimal invest-
ment allocation decisions until they can agree upon 
the size and nature of the contribution that marketing 
makes to a company’s growth, profits and value. Mike 
Marcellin, CMO of Juniper Networks, echoes the need 
for organizations to value, measure and manage brand 
as an operating asset if they want to grow value in this 
environment. “Organizations need a better understanding of 
both the value and economics of the brand. CFOs don’t under-
stand what a brand is, how it creates value and all that goes into 

creating that value. The goal needs to be to get the executive 
team to think differently about shareholder value by demonstrat-
ing that high P/E ratios are the result of marketing investments 
and actions. Ultimately, marketing accountability is a belief sys-
tem that creates a common view of where the company is going 
in the future.”

The challenge is to agree upon and sustain strategic 
investment in protecting and building the brand asset. 
According to Peter Horst, a former CMO and the CEO 
of CMO Inc, this is difficult in the absence of a com-
mon understanding about the economic value of the 
brand, and the investments and activities that drive brand 
value. “Brand preference is a strategic asset that contributes sig-
nificantly to enterprise value. So it requires sustained strategic 
investment. It’s not something you want to whipsaw up and 
down on a quarterly basis depending on sales results. When we 
ran our first media mix model at Capital One, we were able 
to back out marketing-driven leads—47% is baseline—which 
the board interpreted as my birthright. I struggle to explain that 
baseline volume was the product of years of strategic investment 
in the brand. Their perspective is, I’m driving my car at 55 miles 
an hour—I’ll just take my foot off the gas and coast my way all 
the way to Boston (300 miles away).”

3. grOwth mOmEntum
Commercial research and stock market performance 
have demonstrated that organic revenue growth has been 
shown to drive shareholder value. “Consultants have identi-
fied a causal relationship between organic growth and enterprise 
value,” according to Susan Avarde, board member at 
Brand Foundry Ventures, “because revenue growth is the 
primary means by which companies improve profitability and 
increase enterprise value.”

According to research by BCG, organic growth is the 
chief source of long-term shareholder value, contributing 
up to 50% of total shareholder return over a three-year 
time frame. “Organic growth is an increasingly domi-
nant driver of total shareholder return because of slowing 
domestic growth and the diminishing returns from cost-
cutting and productivity programs.”21

This finding is validated in the capital markets, which 
increasingly value organic growth over profitability. For 
example, publicly traded companies like HubSpot and 
Salesforce.com have never turned a profit, but their stock 
price continues to rise as long as they keep growing by 
over 25% a year. The price/earnings ratio (P/E ratio) of 
high-growth publicly traded businesses like Salesforce.com 
and Amazon were historically negative until each recently 
turned a small profit. For example, HubSpot had a P/E 
ratio of 57 (vs. a historical average of 15 for the S&P 500) 
based on stock market performance in 2016. 
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89%
of marketers are 

making the customer 
experience the focal 

point of the branding, 
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36 | Marketing accountability: a ceo blueprint

4. CustOmEr sAtisFACtiOn lEvEls 
Academic research has identified a causal relationship between investments in 
customer satisfaction and enterprise value. 

Customer recognition, trust, preferential treatment and loyalty programs 
were all identified as high-level strategic marketing drivers that influence cus-
tomer decision making and are empirically proven to have a direct financial 
impact on enterprise value by improving brand equity, customer equity and 
growth, according to an analysis in the paper “Return on Marketing: Using 
Customer Equity to Focus Marketing Strategy.”23

A comprehensive analysis of academic research by the Marketing Science 
Institute (MSI) reinforces this with research that shows improvements in cus-
tomer satisfaction boosted firm performance by enhancing sales growth, 
margins and enterprise value. According to academic research in the book 
Empirical Realizations about Marketing Performance, achieving high levels of cus-
tomer satisfaction has significant financial payoffs in terms of accounting-based 
measures of financial performance and financial market-based measures of 
shareholder value.22

5. supEriOr CustOmEr ExpEriEnCE
To the digitally empowered customer, the experience matters more than prod-
ucts and pricing. Consequently, the clear majority (89%) of marketers are making 
the customer experience the focal point of the branding, design, delivery and 
differentiation of their products and services.3

Advances in technology and marketing science have armed marketers with 
an expanded palette of powerful digital, analytics and mobile tools to help them 
differentiate and enhance the customer experience and create new enterprise 
value. According to Forrester Research’s Customer Experience Index, the best 
marketers are focusing their technology investment to more effectively identify 
and address customer needs and eliminate “friction” from their experience.24

Academic and commercial research confirms that organizations can create 
enterprise value by building digital networks and services that better leverage, 
delight and add value to customers. For example, digital innovators have moved 
beyond eliminating customer friction to redefine the customer experience as an 
economic model in an intangible and digitally driven economy. Digital innova-
tors like Waze ($1.3B), LinkedIn ($26.2B), Tumbler ($1B) and Airbnb ($30B) are 
using digital platforms to create billions of dollars of value in a matter of months 
by developing customer networks that are valuable enterprise assets. According 
to Professor David Rogers of Columbia, customer networks like these create 
enterprise value by shifting from a “broadcast” distribution model to a networked 
model for engaging customers, which addresses their unmet need and desire for 
greater access, engagement, customization, collaboration and connections.8

Progressive legacy businesses are following the lead of these digital innova-
tors and developing new sources of value by facilitating collaboration in their 
networks of customers, partners and suppliers. Every business has well-devel-
oped relationships along the value chain to facilitate purchasing, producing, 
distributing and selling in its existing business model. In a digital world, these 
relationships can have greater value than the enterprise they support. Leaders 
like CNN and Comcast are harnessing the value in these networks by collab-
orating to co-create content, information and products. For example, CNN 
turns its audience into journalists. Comcast predicts outages using social listen-
ing with their customers.11 
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These findings are confirmed by academic research. 
A comprehensive analysis of 1,049 service innovations 
over five years by the Marketing Science Institute (MSI) 
found that e-service innovations—defined as the num-
ber of internet-based service innovations introduced by a 
firm—has a positive effect on firm performance because 
objective customer reviews help build online trust and 
develop electronic word of mouth.22

6. strOng CustOmEr rElAtiOnships
Academic research has provided tools to quantify the 
value of strong customer relationships and understand 
how they directly link to and drive enterprise value. 
According to Edgar Baum of Strata Insights, “In this new 
world where most of share price consists of intangible value, 
brand-affiliated intangible marketing assets such as disclosed and 
undisclosed customer relationships and lists have a significant 
impact on enterprise value.” 

A seminal analysis of return on marketing found that 
strong customer relationships influence customer deci-
sion making and are empirically proven to have a direct 
financial impact on enterprise value by improving brand 
equity, customer equity and growth. According to the 

author, Kay Lemon, “Marketing theory and practice have 
become increasingly customer-centered over the past 40 years. 
This has led to a decreased emphasis on short-term transac-
tions and an increased focus on long-term customer relationships, 
and a shift from product-centered thinking to customer-centered 
thinking. This creates the need to shift from product-based to 
customer-based strategies.” 

The study demonstrated how customer lifetime value 
(CLV) should be used as a practical and widely applica-
ble measure of marketing performance and a reasonable 
proxy for enterprise value. For example, an analysis of 
American Airlines’ average customer lifetime value of 
$167 across their passengers adds up to $7.3B, which 
aligns with a market capitalization of $9.7B. Using cus-
tomer lifetime value can help executives make trade-off 
decisions across competing strategic growth initiatives. In 
the case of American Airlines, this CLV metric makes it 
possible to compare expanding leg room in the passenger 
compartment with improving loyalty programs or on-
time performance on an apples-to-apples basis.23
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7.  OrgAnizAtiOnAl mEAsurEmEnt CApABility
Academic and commercial research has identified organizational competence 
and capability in the area of marketing performance measurement as a key 
driver of enterprise value.

An ongoing analysis by the Marketing Accountability Standards Board 
(MASB) has identified measurement development as a core competency for 
high-performing marketing organizations. The development of valid, reliable and 
accurate measures of marketing performance and planning tools based on future 
forecasted performance represented best-in-class organizational competencies.

The Forbes research reinforces those findings by demonstrating that mar-
keters who pursue higher levels of marketing accountability are achieving 
higher levels of growth performance. The survey of 300 CMOs found that 
the most progressive organizations are using advances in media measurement, 
analytics, models and attribution to communicate, quantify and significantly 
increase (optimize) the value marketing creates in terms of growth, profitability 
and enterprise value. Our initial analysis revealed that these high-performing 
marketers—who were exceeding growth goals by over 25%—were signif-
icantly more data-driven in their approach to measuring, optimizing and 
reallocating their offline and online marketing investments. 

specifically, leaders were:
•	  Far more focused on modeling the entire marketing investment portfolio 

at a more granular level, including digital marketing, social media and the 
efficacy of the specific campaign tactics deployed using them, than average 
marketers.

•	  Twice as likely to use sophisticated marketing mix models and multi-touch 
campaign attribution metrics to plan growth strategy, demonstrate sales out-
comes, support marketing measurement and justify budgets.

•	  Faster and more effective at shifting marketing resources and investments across 
media, channels and stages of the customer journey to optimize performance 
and adapt to the market. On average, high-performing marketers report they 
are able to apply data to improve marketing on a weekly basis (52 times a year 
vs. 25 times for the overall sample).

•	  Dedicating more staff and resources to the development of the data, analytics, 
external benchmarks and models needed to support world-class marketing 
performance measurement as a personal and professional imperative.

•	  And extremely confident in their organizational readiness and competence 
in measuring marketing performance relative to the overall sample.

According to Kimberly Whitler, professor of marketing at Darden School of 
Business: “CMOs need to bring these analytical competencies to the boardroom if their 
organizations are going to achieve their full growth potential.” She reasons that market-
ers are uniquely trained to understand customers, competitors and the external 
environment. “Boards need to translate this insight into the initiatives that drive enter-
prise value—demand generation, growth, innovation, customer experience and loyalty 
investments.” Her research shows that boards with marketing representation tend 
to get better shareholder return. The effect is even more pronounced when a 
firm is facing market share decline. “A board with one marketing-experienced director 
is associated with a three-percentage-point increase in total shareholder return over a board 
with no marketing-experienced directors.”25 
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8. intErdEpArtmEntAl COnnECtEdnEss
The CMOs on the Executive Advisory Council over-
whelmingly emphasized the importance of collaboration 
and teamwork across business units as fundamental to 
creating enterprise value. They universally described 
value creation as a team sport—pointing to the impor-
tance of partnerships with line-of-business owners as 
well as product, IT, sales and finance as crucial to success. 

According to Dana Anderson, CMO of MediaLink: 
“Most progressive CMOs understand that marketing resource 
allocation is not a competition but a collaboration. They real-
ize that partnering with business unit leaders and the executive 
team is essential for growth and achieving higher levels of growth. 
I think an effective organization looks more like a square dance, 
where there are many dancers on the floor, but no single part-
ner dances alone. The fundamental challenge is that trying to 
achieve that level of collaboration across functions—without the 
ability to measure, discuss and quantify the financial contribu-
tion marketing makes to the business—is like trying to dance 
without music.”

As evidence of the importance of collaboration to 
creating financially meaningful marketing outcomes, 
54% of CFOs surveyed by EY report greater collabora-
tion with the CMO in the last three years—driven by 
changes in marketing strategy, the deployment of direct-
to-customer (DTC) channels, new (SaaS) offerings, 
commoditization and transparency issues.26

“Today growth requires teamwork,” according to Thomas 
White, CMO, TIAA Institutional Financial Services. 
“There are multiple drivers of growth in a hybrid sales and 
marketing system—live sales, customer service, digital market-
ing and retail. And delivering a superior customer experience 
is a team sport. Not all of these capabilities are under my con-
trol as a CMO. So, marketing cannot do it alone. We need to 
partner with distribution, the CFO, product, compliance and IT. 
An effective partnership requires a lot of education about what 
is required to accelerate growth and why it’s necessary to work 
together towards collective outcomes.”

The importance of cross-business-unit collaboration 
and teamwork to enterprise value is reinforced by aca-
demic research. A comprehensive analysis of 114 academic 
research studies by the Marketing Science Institute (MSI) 
found that increased inter-departmental connectedness—
defined as the degree of formal and informal contact 
among employees across departments—enhanced firm 
performance.22

9.  OrgAnizAtiOnAl KnOwlEdgE shAring
Academic research has identified organizational knowl-
edge sharing as a key enabler of marketing accountability 
and a driver of enterprise value.

A comprehensive analysis of 114 academic research 
studies by the Marketing Science Institute (MSI) found 
that the generation of, dissemination of and responsive-
ness to marketing intelligence across the company is 
highly correlated with increases in enterprise value—as 
measured by profits, sales and market share.22

An ongoing analysis by the Marketing Accountability 
Standards Board (MASB) identified the documentation 
and sharing of learnings across the organization as a key 
enabler of marketing accountability and driver of contin-
uous organizational improvement. 

The CMO survey reinforces the importance 
of organizational knowledge sharing as a driver of 
superior marketing performance. For example, the high-
est-performing marketers in the sample are much more 
confident in their ability to understand how well all 
aspects of the marketing investment portfolio are per-
forming today, and to build a world-class marketing 
measurement capability over the next three years (over 
20% more confident than the average respondent).4
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10.  OrgAnizAtiOnAl mArKEting CApABilitiEs
Academic and commercial research identified organizational marketing capa-
bilities as a key driver of enterprise value.

A comprehensive analysis of 114 academic research studies by the 
Marketing Science Institute (MSI) found a linear relationship between mar-
keting capability and firm performance. The studies revealed an investment in 
increasing marketing capability is associated with a stronger improvement in 
firm performance than increases in operations and R&D capabilities.22

This survey of CMOs reinforces those findings by demonstrating that 
more-sophisticated marketing organizations are getting superior results. The 
analysis revealed that high-performing marketers—who were exceeding 
growth goals by over 25%—are significantly more confident in their ability to 
allocate marketing investment optimally and were generating superior business 
outcomes at every stage of the customer journey. Specifically, high-performing 
CMOs are:

1. Prioritizing digital, social media and mobile marketing investments as their 
highest-performing investments—at every stage of the customer journey: 
awareness, engagement, demand generation and sales

2. Leveraging technology at every stage of the journey—over 98% were 
investing in data, analytics, marketing technology platforms and programmatic 
ad programs to improve marketing performance

3. Generating superior business outcomes at the front, middle and back of the 
funnel relative to the total sample (by more than 20%), including:

•	  Building brand awareness with better social media performance, paid 
media performance and brand preference

•	  Driving superior customer engagement in terms of campaign response, 
registrations, and sales and service calls

•	  Delivering better demand generation outcomes—face-to-face meetings, 
offer response, leads and samples/demonstrations

•	  Achieving superior sales outcomes in terms of ticket/basket size, usage, 
adoption and Net Promoter Scores (NPS)

11. mArKEting EFFECtivEnEss
There is tremendous leverage in making marketing dollars work harder. The 
average organization spends 11.1% of revenue on marketing investment. That 
means, on average, every dollar of marketing investment should yield or influ-
ence $9 of revenue, according to the most current CMO Survey from the Duke 
Fuqua School of Business.27

Tableau CMO Elisa Fink views improving upon that number as an oppor-
tunity to create value: “Marketing needs to define its value. The research in this study 
suggests that as table stakes, marketing should be contributing at least $9 of market-
ing [influenced] sales for every dollar of spending and at least 25% of enterprise value. 
Probably more, depending on what you are counting and taking credit for. What’s impor-
tant is that the entire team agree on the nature and size of the value marketing can 
deliver, and work together to achieve that.”
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The CMOs participating in the Forbes survey agree 
that improving marketing effectiveness can create value. 
CMOs ranked reducing customer acquisition costs as the 
number one way marketing investments and activities 
contribute to shareholder value.

According to Peter Bingaman, CMO North America, 
Mercer, optimizing marketing yield and reducing the cost 
of sales represents a big opportunity for most CMOs to 
create value—but one that will require cross-functional, 
company-wide effort. “Proving marketing’s contribution to 
shareholder value isn’t that hard. It just takes discipline. We have 
to make the dollars we have work harder for us before we have 
permission to request more investment. Acknowledge and cut those 
things that aren’t working. Move dollars from low-value to high-
value areas. Invest in the infrastructure, technologies and data 
capabilities needed to maximize the value of every dollar. Once 
you start seeing the resulting trend line improve in acquisition 
costs…then you have permission to make the case for more invest-
ment, and you have begun the journey toward proving shareholder 
value. You need to show budget discipline and revenue growth to 
create increasing value.”

Mark McKenna, CMO of the Putnam Funds, ampli-
fies this sentiment with Darwinian overtones: “The market-
ing world is going to break down to the haves and the have-nots. 
The haves will have good data, owned channels and marketing 
talent. The have-nots will have bad websites, data and content. 
The haves will start to significantly outperform the have-nots.”

12. sAlEs And sErviCE EFFECtivEnEss
Historically, go-to-market innovators like Dell, GEICO 
and Schwab built multi-billion-dollar enterprises based 
on their ability to sell more cost effectively and generate 
significantly more growth per dollar of investment than 
their competition. For example, Dell was able to pioneer 
a tele-web sales model that was able to generate twice 

the revenue per sales and service dollar invested as tradi-
tional computer hardware competitors like IBM. 

Superior cost-to-sell performance is a valuable capa-
bility. The CMOs in this survey rated reducing the cost of 
acquisition as the number one driver of enterprise value. 
And capital markets increasingly value organic growth 
and marketing performance, as evidenced by the stock 
valuations of high-growth businesses like Salesforce.com 
and HubSpot and commercial research by BCG.

This growth premium, combined with the expand-
ing variety of investment options in the growth 
formula—such as predictive selling, sales enablement and 
account-based selling models—has put a premium on 
sales working closely with marketing to try to find the 
right mix of investments to balance short-term growth 
imperatives with long-term value creation. As a direct 
result, 81% of CMOs report they are responsible for sup-
porting sales and delivering sales outcomes as part of 
their job description.4

Mike Marcellin, CMO of Juniper Network, reinforces 
this connection: “In my experience, competition for resources is 
a bit of an excuse. Every organization is starved for money. You 
have to work with the operating budgets that are there. We can-
not create enterprise value if we make it a zero-sum game—me 
against the other business units. It needs to be about teamwork. 
We have to work together to find the areas where one plus one 
adds up to three. There are so many inefficiencies where market-
ing, sales and service can be working more in alignment to drive 
greater and more attributable revenues at lower costs. This is the 
real reason that common, externally validated standards of mar-
keting performance really are essential. We need better measures 
and vocabulary for discussing growth performance so we can focus 
on what works, and identify places where the collective outcomes 
of collaboration achieve greater value for the enterprise in terms of 
sales and financial outcomes.”
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13. mArKEt intElligEnCE And AnAlytiCs
Academic and commercial research demonstrates a clear linkage between 
strategic investments in marketing intelligence and analytics and enterprise 
value over the long term. 

A meta-analysis of 114 academic research studies by the Marketing Science 
Institute (MSI) found that increased market focus and orientation—in the 
form of customer analytics—enhanced firm performance. The studies found 
that the ability of an organization to generate, disseminate and respond to mar-
ket intelligence has a positive effect on organizational performance in terms of 
profits, sales and market share. Even though the implementation of such a sys-
tem commands resources and takes time, the investments generate profits over 
and above their cost and simultaneously drive revenue.22

An ongoing analysis by the Marketing Accountability Standards Board 
(MASB) identified establishing a unified customer identification and database 
and a deep understanding of the causal drivers of marketing performance as 
best-in-class for leading marketing organizations.

As evidence of the financial impact of institutional analytics and insights 
capabilities, approximately half (49%) of CMOs rate data analytics and insights 
skills as the most important success factor (according to the Spencer Stuart 
CMO Survey 2016). According to Chris Mazzie of EY, most CFOs (61%) are 
making improving customer segmentation and insights a priority.26

According to Denise Karkos of TD Ameritrade: “Analytics need to be at the 
heart of every marketing organization. I established this in my first 100 days to set the 
expectation for the relationship for the leadership team and the tone of every conversa-
tion going forward. To make this happen, my first priority was to build a world-class 
analytics function. We brought in a marketing mix model from MarketShare as one of 
the first investments we made. We worked with a range of partners—from Adobe in web 
analytics to Acxiom, IBM and Salesforce.com—to build an analytics foundation to dem-
onstrate where marketing was contributing incremental growth.”
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Unfortunately, few organizations have achieved this 
“gold standard” despite significant investment in market-
ing analytics and talent. Today, only 30% feel they handle 
their marketing data well, and only 3% of marketers feel 
their data is aligned according to the DMA Statistical 
Fact Book 2017.40 And according to a recent survey by 
Forbes Insights, 89% of marketers cannot quantify the 
return they are getting on their investment in data and 
analytics within a one-year time frame.28

According to Elissa Fink of Tableau: “It’s not surprising 
that the vast majority of organizations cannot demonstrate ROI 
on data, at least in the short term. We see that challenge across 
businesses. We need to help make it faster, easier and more intui-
tive to bridge the last-mile problem so marketers can make the 
right ‘data-driven’ choices.”

14. digitAl ChAnnEl pErFOrmAnCE
Market results and academic research are proving that 
building robust digital channels drives shareholder value.

On average, 11.8% of sales are made through the 
internet in 2017. And the majority of new growth in 
most industries—such as retail, consumer packaged 
goods, high technology—will come from digital plat-
forms and DTC channels.27

As a consequence, the capital markets increasingly 
reward digital growth investments. For example, shares 
of Walmart rose for 11 consecutive sessions since the 
company increased its online presence by spending $3 
billion acquiring online shopping site Jet.com—its lon-
gest winning streak since the 12-session string that ended 
in February 1995. Many analysts see further upside for 
the stock, which has already climbed 17% year to date, as 
the retailer has made significant efforts to compete with 
Amazon in the e-commerce space.

According to Forrester Research, as customers and 
investors push brands into digital growth platforms, 
digital transformation budgets will edge up into the bil-
lions. General Electric is spending $1 billion a year in its 
quest to be a digital business. The Home Depot is invest-
ing billions in operational transformation that has yielded 
$1 billion in online sales. Unilever purchased Dollar Shave 
Club for  $1 billion  to establish a direct-to-consumer 
product line. These are technology investments—but also 
investments in products, processes and people needed to 
develop a digital growth platform. According to Forrester 
Research, in 2017, businesses must reassess their budgets 
because they are probably not big enough. As The Home 
Depot learned, brands may find that they need to spend 
$4 on digital operational excellence for every $1 spent 
on digital customer experiences.29

Academic research also confirms the positive impact 
digital channels can have on share price. An analysis by 
Tilburg University and Catholic University of Leuven 
found that the addition of an internet channel to a firm’s 
channel portfolio has a favorable impact on stock market 
valuation when it expands market reach with little chan-
nel conflict.22

A primary reason that CEOs are so focused on dig-
ital innovation is because, without it, it will be very 
difficult to achieve their growth goals. In fact, IDC fore-
casts that half of the Global 2000 will see the majority of 
their business depend on their ability to create digitally 
enhanced products, services and experiences by the end 
of the decade.10 Over half of business leaders are looking 
at digital experiences and direct-to-consumer channels 
as a way of developing adjacent markets and new sources 
of growth.38 Sixty-one percent of global business and IT 
leaders are adding new customer-facing digital channels 
as part of their digital transformation journey to reach 
new customers in new ways.30

15. ChAnnEl invEstmEnt pErFOrmAnCE
According to Strata Insights’ Edgar Baum, intangible 
assets like market access and channel investment have a 
significant impact on enterprise value in a digitally driven 
marketplace where customer behavior changes quickly. 

A comprehensive analysis of academic research by the 
Marketing Science Institute (MSI) found that “multi-
channel” customers—who shop across many different 
online and offline channels—provide firms a greater abil-
ity to monetize their assets.22

As a practical matter, CMOs are shifting dollars to 
build owned and earned digital channels—website, blogs, 
influencer network, email and e-commerce platforms—
to gain greater reach and traffic with limited marketing 
resources and at the same time strategically lower the 
cost of sales. 

From a strategic standpoint, investing in an omni-chan-
nel experience is a survival issue for many organizations in 
a market where nearly 70% of U.S. online consumers use a 
smartphone to go online in retail stores, almost two-thirds 
use one in a restaurant or a coffee shop, and 43% use their 
phones while riding public transportation.31

Michael Griffiths of Pitney Bowes points out that 
retailers competing with Amazon face some hard trade-
off decisions as they try to protect and grow their business 
value. “The board has to ask the big question—what strategic 
investments will protect and grow my brand in this market? A 
flagship store? Or a global omni-channel sales channel that can 
allow global customers to seamlessly engage where and when 
they choose?”
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16. prOduCt And sErviCE QuAlity
Product and service quality were identified as high-level strategic marketing 
drivers that influence customer decision making and are empirically proven to 
have a direct financial impact on enterprise value by improving brand equity, 
customer equity and growth, according to an analysis of return on marketing.23

In a separate study, a comprehensive analysis of 241 products over 12 years 
compiled by the Marketing Science Institute (MSI) found that a firm’s invest-
ments in product quality will pay off in the long term—over six years. The 
research found the effect was faster for high-reputation brands or brands suf-
fering a significant decrease in quality.22

17. pErCEptiOns OF Firm innOvAtiOn
Innovation and the perception of innovation in the eyes of the customer are pri-
mary drivers of share price in an economy that values digital innovation, and in 
which the majority of company assets are intangible—such as intellectual property, 
patents, trade secrets and proprietary processes.

A meta-analysis of prior academic research studies by the Marketing Science 
Institute (MSI) found that firm innovativeness—as defined by the initiation, 
development and commercialization of market innovations—had a positive 
effect on both financial performance and enterprise value. According to the 
research—which examined 399 innovations introduced by six automotive firms 
and 22,532 innovations introduced by 153 consumer packaged goods firms—the 
short- and long-term effects of innovation on stock market value is significantly 
positive and greater for radical rather than incremental innovations.

In terms of investment spending of firms, innovation has the greatest pos-
itive impact on sales growth. This effect is amplified when combined with 
communications (through advertising). The long-term effect of innovation on 
enterprise value is significantly positive, and is greater for radical innovations 
than incremental innovation.22
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Customer perceptions of innovativeness have a direct 
positive effect on financial position and firm value. The 
positive effect of firm innovativeness on market and 
financial position are stronger for larger organizations, 
firms that invest more in advertising, firms in the high-
tech industries and radical innovations.

For example, this year Google displaced Apple as 
Brand Finance’s world’s most valuable brand because 
Apple has failed to maintain its technological advan-
tage and has “repeatedly disillusioned its advocates with 
tweaks when material changes were expected,” the study’s 
authors wrote, who further explained that the tech giant 
has “overexploited the goodwill” of its customers, namely 
because of its failure to generate significant revenues 
from products like the Apple Watch, and its inability to 
“demonstrate that genuinely innovative technologies 
desired by consumers are in the pipeline.”35

Marketing leaders have responsibility for market-
ing innovation projects. According to the Gartner CMO 
Spending Survey, marketing leaders surveyed say they 
set aside 10% of the marketing budget, on average, for 
innovation.14 

But Dana Anderson, CMO of MediaLink, warns 
that legacy organizations need to be careful to protect 
their investments in innovation at the risk of slowing 
growth and attracting activist investors. “Zero-based bud-
geting (ZBB) is a big trend—particularly at large, mature CPG 
firms that struggle to grow. There is a sound basis for taking a 
clean sheet to budgeting. But in practice it sometimes achieves 
the wrong result and stifles innovation and growth. But when 
the rate of growth declines, the pressure to reduce costs and avoid 
becoming an acquisition target grows. This leads to a down-
ward spiral, where the things that create real value—like product 
innovation—are cut.”

18. tAlEnt, lEAdErship And CulturE 
Economic and stock market analysis reveals that an 
organization’s culture, talent and leadership can have a 
positive impact on brand and enterprise value. “In this 
new world where most of share price consists of intangible value, 
our brand economic analysis often reveals that brand-affiliated 
intangible marketing assets such as talent, leadership and cul-
ture are having a significant impact on enterprise value for many 
organizations,” according to Edgar Baum of Strata Insights.

According to Norm Smallwood—author of the book 
Agile Talent—a “leadership brand” is a company that has 
developed a marketplace expectation for the behavior of a 
company’s representatives (like Nordstrom or Disney) and 
the organization’s reputation as an innovator (like Tesla) or 

a “leader feeder” (such as GE). From a performance per-
spective, a leadership brand shows up not only in stable 
stock prices but in a higher market value. As the market 
value of a company is determined by its intangibles, enter-
prise value is determined by its ability to keep promises, 
design and deliver on a compelling strategy, ensure tech-
nical excellence, hire and retain smart people, build strong 
organizational capabilities and develop strong leadership. 
Intangible value grows as customers and investors gain 
greater confidence about the future fortunes of one firm 
over others in the same industry. 

One way companies can evaluate the success of 
leadership brand efforts is by looking at how much 
confidence investors have in their future earnings. A 
publicly traded corporation’s price/earnings ratio is a 
simple—though not a perfect—indicator of that confi-
dence. Companies with strong leadership brands, we have 
found, tend to have above-average P/E ratios. For exam-
ple, leadership brands like GE, Disney and Nordstrom 
have had P/E ratios over 20% higher than their peer 
companies over the last decade.32 

From an execution standpoint, becoming a leadership 
brand is not easy. According to David Edelman, CMO of 
Aetna, “A big factor in successful transformation is changing 
the ways of working. Deploying agile, cross-functional squads of 
people attacking problems in sprints. As a practical matter, you 
need to find a common-sense way to bring these people together. 
That’s why folks like Aetna, IBM and GE are moving to cre-
ate geographically desired hubs in high-density areas like Boston 
and Brooklyn with access to talent, research and logistics.”
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A 
big reason CMOs struggle to demonstrate 
the value of their strategies, investments and 
actions to their leadership is that the composi-
tion and complexity of their job has expanded 

dramatically in recent years. CMOs are being mandated 
to manage and measure a broader investment portfo-
lio, deeper in the sales funnel, with more touchpoints 
and higher degrees of business unit integration. This has 
added many more investments to the marketing mix and 
fundamentally changed the economics of marketing.

The net effect is that managing marketing invest-
ment has become much more difficult. For example, the 
CMO is under growing pressure to show returns on ris-
ing investments in marketing assets, new media, data, 
analytics and technology needed to compete for digitally 
enabled customers. “Marketers are dealing with an explod-
ing possibility curve in terms of channels, investments, choices 
and change—it’s difficult to set priorities when there are so 
many smart things to pursue,” according to David Edelman, 
CMO of Aetna.

Chart 5. the modern marketing investment portfolio

what media, assets and channels are you investing in to drive results and at what point along the customer journey?

  Emerging digital investments              traditional investments 
 
 
 
 
 
 
  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Source: Forbes benchmarks from 300 global CMos, 2017
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Ninety percent of the CMOs surveyed by Forbes 
report they are actively investing in a portfolio of 20 pri-
mary marketing, channel and technology investments 
in support of the enterprise growth agenda.4 This mod-
ern marketing investment portfolio includes a mix of 
traditional investments—such as offline advertising and 
events—as well as emerging digital, mobile and social 
investments that reflect the new customer behavior and 
preferences. CMOs report they are using all 20 of these 
investments to support every stage of the customer jour-
ney from brand awareness to customer engagement to 
demand generation and sales.

These 20 investments represent only the primary cate-
gories of investment spending available to marketers today. 
They don’t reflect the full range of hundreds of individual 
media, tools, tactics and options available to marketers. 

The growing variety and number of marketing invest-
ments marketers can choose from is not likely to decrease 
anytime soon. While new media and investment options 
emerge, few marketers are replacing traditional invest-
ments that still work, including direct mail and radio. “The 

reality is the CMO job has gotten much, much harder in the last 
12 years in terms of complexity, composition and the level of col-
laboration required to succeed,” according to Tony Pace, CEO 
of the Marketing Accountability Institute. “We keep talk-
ing about adding new digital, mobile and social channels and 
touchpoints, but what people tend to ignore is that the traditional 
channels don’t get retired, because direct mail, public relations, 
television, out-of-home, and coupons and incentives are still very 
relevant in the modern marketing mix. Ultimately, 92% of mar-
keters continue investing in these areas because they are effective 
and/or predictable in the right circumstances.” 

This expansion of the marketing investment portfolio 
represents a significant increase in complexity. Managing 
this complexity is emerging as a business issue. According 
to Michael Griffiths, VP of ecommerce at Pitney Bowes, 
“We have accumulated so many different channels, solutions 
partners and technologies, we are overwhelmed, paralyzed, it’s 
hard to take a step back and see the big picture—focus on the 
highest-priority challenges. It’s a trap to consider all the viable 
options—beacons, CRM, big data, behavior change, single view 
of the customer.”

Chart 6. marketing investment Allocation by stage of the Customer Journey

(1: low performance - 3: high performance)

  Emerging digital investments              traditional investments 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Source: Forbes benchmarks from 300 global CMos, 2017
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Compounding this challenge is the rate of change in 
investment driven by rapidly shifting customer behav-
ior. For example, this year the marketing department will 
spend more money on technology than the IT depart-
ment,14 digital advertising spending will exceed television 
advertising,15 and customers will spend more time view-
ing mobile devices than desktops.16

In light of this expanded set of investment options, 
understanding where to reallocate investment resources 
and how aggressively to shift to emerging digital invest-
ments have emerged as the top short-term CMO 
priorities. As evidence, 42% of CMOs surveyed rank 
“knowing where to reallocate resources to maximize 
growth rate” as their biggest decision in the next three 
months. Thirty-five percent of CMOs rank “deciding 
how aggressively to shift dollars to digital media and 
channels” as their biggest short-term decision.4

Business leaders are focused on optimizing their mar-
keting investments because the size of the prize justifies 
the effort. There is tremendous leverage in making mar-
keting dollars work harder. This marketing investment 
mix reflects the expanding role of the CMO, which now 
can include e-commerce, marketing technology, the cus-
tomer experience and greater accountability for sales 
outcomes. This survey found that most senior marketing 
leaders (81%) are individually accountable for supporting 
sales channels and driving more measurable sales out-
comes deeper into the sales funnel.

Technology has become an even larger part of the 
modern marketing investment portfolio. Pressure to 
adapt to changing customer behavior, enhance the cus-
tomer experience and engage customers more directly 
means 96% of the CMOs in this study are investing at 
least a portion of their budgets on analytics solutions, 
marketing technology, e-commerce and long-term digi-
tal channel roadmaps. How technology drives enterprise 
value is a tricky question, according to Chris Hummel, 
the CMO of United Rentals. “Many business leaders see 
the shift of dollars to digital media and channels as ‘moving 
money around’ in order to chase customers who move to those 
channels. The reality is that technology is going to drive the 
evolution and growth of our brand, because how you commu-
nicate—the channel mix you use—says as much about your 
brand as what you communicate.”

Gartner reports that most CMOs (62%) have own-
ership of e-commerce and will buy more technology 
than the chief technology officer.14 This growing role of 
technology in the marketing investment mix has raised 
another fundamental issue. Because it represents the voice 
of the customer, marketing now has direct or indirect 
input into all customer-facing technology investments. 

According to Connie Weaver, the former CMO of TIAA 
and a member of the project steering committee: “The 
CMO is being asked to raise funds for a multiyear technology 
roadmap to support the customer experience and multichannel 
execution, while at the same time balancing short-term demand 
generation tactics with long-term brand investment. Each objec-
tive has a unique set of economics, investments and time frames. 
Without a long-term commitment to strategic brand and tech-
nology platform development, CMOs will not build the critical 
business advocacy and are being set up to fail.”

The  modern marketing investment 

portfolio includes a mix of traditional 

investments—such as offline 

advertising and events—as well as 

emerging digital, mobile and social 

investments that reflect the new 

customer behavior and preferences.

http://gartnerformarketers.com/marketing-spend?rv=cmo-survey&cm_mmc=swg-_-gml-_-mmgmt-_-20161130spe
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Chart 7. marketing investment performance by media type— 
high-performing marketers vs. total sample

(1: low performance - 5: high performance)

  high-performers       |  Average 
 
 
 
 
 
 
     
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Source: Forbes benchmarks from 300 global CMos, 2017
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CMOs feel all of these primary marketing invest-
ments—when evaluated individually—are per-
forming close to or above their expectations. 
They rated the performance of each medium 

near or above the average score of 2 out of a possible scale 
of 3 (where 1 represented underperforming media, 2 per-
forming as expected, and 3 being high-performing media).

However, performance levels for individual media 
investment categories varied according to a number of 
factors—including the role, station and sophistication of 
the marketing organization that deployed it.

●● Digital, mobile and social media investments were 
rated as the highest-performing media by CMOs in the 
total sample—generating on average 8% higher levels of 
performance than the average media investment. Part of 

this perception is the apparent versatility social media 
delivers in terms of brand building, engagement, lead 
generation and commerce. Some of this perception may 
be attributed to the relative “newness” of these media 
and the early performance of tests and experiments. 

●● High-performing marketers (who exceeded revenue 
plans by over 25%) are generating on average 5% higher 
levels of performance from all of their marketing invest-
ments across the board relative to the total sample. Much 
of this performance is explained by the relatively high 
degrees of investment high-performing marketers are 
making in data-driven marketing performance systems 
(e.g., sophisticated marketing mix models and revenue 
attribution measures).

2. THE RELATIVE PERFORMANCE AND ROLE OF INDIVIDUAL 

MARKETING INVESTMENTS 
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●● Fast-growing search and influencer media suffered 
from CMO perceptions of underperformance, probably 
due to lack of experience forecasting and managing per-
formance of these new media, and the inability to attribute 
offline actions and revenue to these online investments.

●● Traditional investments such as public relations, 
promotions and incentives were regarded as strong 
performers because of past experience, precision in exe-
cution, performance history and the ability to accurately 
forecast performance in the future.

Measuring individual media performance is a starting 
point for assessing marketing performance and allocating 
investment. Just as growth has evolved into a team sport, 
no single medium is going to drive profitable growth on 
its own. To a large degree, this has put a premium on 
the CMO’s role as a portfolio manager trying to find the 
right mix of investments to balance short-term growth 
imperatives with long-term value creation.

According to Frank Findley, director of the Marketing 
Accountability Standards Board, “The marketing invest-
ment mix has evolved from a simple balance of long-term brand 
investment and short-term promotion to a complex portfo-
lio of tactical media, brand asset development and technology 
infrastructure. All are essential to growth in an intangible and 
digitally driven economy. Each has a unique goal, time frame, 
investment and payoff formula. So, what high-performance mar-
keters are really focused on is using the right tools for the right 
task in the right combination.”

Several of the CMOs interviewed warned that while 
investments in digital media—including search, mobile and 
social media—are forecast to grow in double digits over the 
next three years, they don’t represent “silver bullets” that will 
improve marketing effectiveness on their own. According to 
Lori Marcus, the former CMO of Peloton and Keurig: “As 
marketers we are ‘drunk’ on social media, digital and data—it’s a 
short-term bubble. We need to acknowledge that it’s not just one 
of these, and look more and more at combinatory effects/the role 
of each in order to restore balance to our approach, and look at the 
entire ecosystem (all 20 slices) holistically. As a function, we need to 
avoid ‘silver bullets’ and media-specific strategies. No one medium or 
tactic is going to transform our results.”

Chart 8. media performance vs. investment growth rate

  size of industry growth rate      traditional investments 
 
 
 
 
 
 
     
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Source: Forbes benchmarks from 300 global CMos, 2017, MAgNA, Jack Myers, gartner, IAB/pWC, Duke CMo Survey

powered by



52 | Marketing accountability: a ceo blueprint

the performance data from the research study 
bears that out. For example:
●● Out-of-home media investments underperform 

the average overall performance slightly (2.08 vs. an 
average of 2.18 out of a scale of 3). But the media per-
forms well in the right spots, in the right hands, and it 
has history for comparison so you can size accordingly. 
High-performing marketers rated out-of-home media 
as the highest-performing media at building brand 
awareness. And B2B marketers achieved above-average 
performance when investing in out-of-home.

●● Coupon and promotional budgets and reach may 
be shrinking due to the reduction of offline delivery 
vehicles—mail and newspapers. But coupons remain 
the most durable tactic in history, and even through 
shrinking audience reach and delivery footprint, it still 
provides reliable performance—particularly during 
the lead-generation stage of the customer journey. The 
CMOs surveyed rated promotions and incentives their 
higher-performing marketing investment at the demand 
generation stage of the customer journey.

●● Search advertising is extremely popular, with budgets 
forecast to grow over 15%. But CMOs in the survey rated 
its performance slightly (4%) below average—particu-
larly when evaluating it as a customer engagement and 
lead generation tactic. This is likely because it is difficult 
to measure the impact of search beyond traffic build-
ing without robust attribution models that quantify the 
offline contribution of search to sales, or marketing mix 
models that look at how search works in combination 
with other owned, earned and paid media investments.

●● The television advertising audience may be shrinking, 
but television as a medium still offers reach and per-
formance when used in the right spots and in effective 
combination with other online and offline channels. For 
example, the CMOs in the survey rated traditional adver-
tising as the second most effective medium at building 
brand awareness. And cross-platform studies conducted 
by ESPN with 40 brands in seven categories found inte-
grated campaigns using a mix of TV with offline (radio, 
print) and online (live streaming, video on demand and 
display ads) increased purchase intent almost fivefold over 
a straight linear television ad campaign.

●● Social media and influencer budgets are growing at 
over 10% a year. The CMOs in the survey rated social 
media as top driver for brand awareness and the second 
most effective media investment at generating engage-
ment. But according to the DMA Statistical Fact Book, 
less than one-third (29%) of companies collect social 
media data, positioning this channel as one of the great-
est opportunities for growth generated by stronger 
measurement and attribution. Chrisie Scott, CMO of 
Hackensack Meridian Health Network, echoes this sen-
timent.40 “I struggle with the best way to get the most out of 
social media as an engagement, advocacy and demand generation 
tool. I challenged my team to create digital innovation. To force 
innovation, I took the owned media website away from them, 
and wouldn’t allow them to put up a Facebook page and track 
‘likes.’ I pushed them to find ways to use social media to drive 
engagement, advocacy and outcomes deeper in the funnel than 
just likes—more than putting up a page and getting likes.”

●● Content marketing represents a significant and grow-
ing investment that 96% of CMOs agree is essential 
to the effectiveness of virtually every growth program, 
according to a survey of CMOs by Forbes.34 Apple 
recently invested $1 billion in content—notably video 
content—to expand its reach, effectiveness and impact in 
owned, earned and paid digital channels. But establishing 
a return on content is challenging because it is difficult 
to attribute leads to content quality, sources and format 
in marketing attribution and media measurement mod-
els and ROI time scales. Monetizing content investments 
within 12 months is difficult.

●● Other traditional media investments—such as out-
of-home and experiential marketing—are perceived as 
underperforming relative to newer and more measur-
able digital marketing investments in particular. Much of 
this perception may be explained by the lack of online 
attribution data and multimedia mix models to prove the 
direct and indirect impact these media have on down-
stream online and offline business outcomes. Without 
empirical evidence that out-of-home ads are driving 
search traffic and e-commerce shopping baskets, it is dif-
ficult for these traditional media to maintain standing 
and share.
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Chart 9. the relative marketing investment performance by stage of the Customer Journey  
(by Business model)

(1: low performance - 3: high performance)

  high-performers       |  Average 
 
 
 
 
     
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Source: Forbes benchmarks from 300 global CMos, 2017
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To gain better insights into how marketing investments  

and actions support growth, the CMOs in the survey were  

asked to rate the performance of their marketing by stage of  

the consumer journey. The resulting performance benchmarks identify how 

and where different marketing investments are supporting the customer 

journey and identify opportunities to better understand and improve 

marketing investment allocation and performance.

3. HOW MARKETING INVESTMENTS  

SUPPORT THE CUSTOMER JOURNEY
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●● Twenty-four percent of senior marketing executives 
surveyed by Forbes rate brand-building goals—building 
awareness, preference, media impressions and social fol-
lowers—as the top business goals for marketing.4

●● Social media is perceived as the top-performing brand 
awareness investment by CMOs, affirming its rise and pop-
ularity as a way to reach consumers amid rapidly changing 
customer preferences and media consumption patterns.

●● Digital media is the second-leading brand awareness 
investment in the eyes of the CMO, as customers spend 
5.6 hours a day on the internet—via mobile and desk-
top—which exceeds time spent watching television.16

●● Traditional advertising is still relevant to front of the 
funnel brand building because of its reach and ability to 
combine with other elements to build awareness and 
purchase intent.

●● Traditional promotions and incentives are regarded as 
a relatively effective investment to generate brand aware-
ness. This suggests discounts and coupons remain durable 
marketing tactics. Despite shrinking newspaper and mail 
reach, they still provide reliable performance.

●● Mobile media and applications are increasingly 
viewed as an effective brand awareness tool, given an 
installed base of 2.8 billion. Smartphone mobile ad view-
ing surpassed desktop ad viewing in 2016, and customers 
spent more time on smartphones than computers (3.1 
hours vs 2.2 hours a day).16

●● Content marketing is undervalued by marketers, who 
discount its importance to the effectiveness of virtually 
every growth program. Ninety-eight percent of CMOs 
agree that content is critical to growth, according to a 
survey of CMOs by Forbes.34

●● Search is not regarded as a top branding investment, 
despite its importance to driving awareness and traffic to 
owned media channels and touchpoints. The difficulties 
of online to offline attribution modeling, lack of research 
on the branding impact of search, and the inability to 
measure blended cross-platform performance may be 
contributing factors to this perception.

●● CMOs perceive that out-of-home media underper-
forms as a brand awareness investment relative to other 
digital investments despite its maturity as a proven mar-
keting vehicle. Competition from new digital media, the 
difficulties of offline to online attribution modeling, and 
the inability to measure blended cross-media perfor-
mance may be contributing factors.

●● Influencer marketing and search are undervalued 
as effective awareness investments by CMOs despite 
the growing importance of influencers to custom-
ers as a source of advice, recommendation and ratings. 
Difficulties executing programs at scale and attributing 
offline and sales results may be contributing factors.

ThE groWINg IMporTANCE oF 
SoCIAL AND DIgITAL MEDIA AS 
BrAND-BuILDINg INVESTMENTS

BrAnd AwArEnEss trEnds
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Chart 10. the relative Effectiveness of marketing investments at generating Brand Awareness

thinking of building brand awareness, how well are your investments performing in terms of building brand  
awareness and preference?

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Source: Forbes benchmarks from 300 global CMos, 2017
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●● Forty-eight percent of marketers say they are invest-
ing in data and analytics in order to better support brand 
awareness with more targeted and relevant messages and 
campaigns. Half of CMOs are investing in marketing 
technology platforms—marketing cloud, CRM and dig-
ital marketing platforms—and programmatic advertising 
programs to support brand awareness.4

●● On average, CMOs feel they are successful using 
these investments to generate search ranking and media 
impressions in traditional and digital media channels and 
generate preference for their brands. CMOs report more 
difficulty generating ad conversions and traffic for their 
brands at this stage of the customer journey.

●● The most effective marketers (who exceeded growth 
plans by 25%) felt their media investments early in the 
customer journey were 7% more effective at building 
brand awareness and preference than the general sample.
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●● Twenty-five percent of senior marketing executives 
surveyed by Forbes rate developing customer engage-
ment—generating customer inquiries, visits, registrations, 
sales and service calls—as the top business goal for 
marketing.4

●● Mobile media and applications have emerged as the 
top way to engage customers in terms of ongoing cus-
tomer interactions, contacts and re-contacting, according 
to the CMO survey, as mobile device viewership exceeds 
desktop viewing for the first time.

●● Social media is rated the second most productive mar-
keting investment to engage customers. It is increasingly 
regarded as a key channel at every stage of the journey—
higher than digital media and traditional advertising.

●● Investments in relevant and compelling content are 
gaining importance for sustaining engagement with cus-
tomers in owned and earned channels, including email, 
social media, websites, and sales and service calls.

●● Promotions and incentives are regarded as effective at 
engaging customers, as discounts and incentives continue 
to drive response across segments.

●● Marketers view public relations as being an effec-
tive investment to engage customers, as they realize that 
new products, innovations and cause-related marketing 
programs are increasingly important to customers in an 
intangible economy.

●● Influencer marketing and search are undervalued 
as effective engagement investments by CMOs despite 
research that shows these media are important parts of 
the customer journey.

●● Experiential marketing underperforms on a relative 
basis as an engagement investment across the board—
including B2B and B2C CMOs—despite its intrinsic 
value as an engagement tool.

●● Forty-eight percent of marketers say they are invest-
ing in data and analytics in order to better support 
customer engagement with more relevant content and 
offers. One-third of CMOs are focusing their invest-
ments in marketing technology platforms—marketing 
cloud, CRM and digital marketing platforms—on cus-
tomer engagement objectives.4

●● The top channel investments at the engagement 
stage of the journey are sales and service (used by 59% 
of CMOs), websites (used by 48% of CMOs) and retail 
merchandising (used by 47% of CMOs). Direct mail is 
still used by 41% of marketers at this stage. 

●● On average, CMOs feel they are successful using these 
investments to generate customer interest in the form of 
owned media traffic and referrals. CMOs report having 
more difficulty generating positive outcomes from a sales 
and service standpoint—in terms of time spent on the 
website, sales and service calls, registration to events and 
webinars—at this stage of the customer journey.

●● The most effective marketers (who exceeded growth 
plans by 25%) felt their media investments in the middle 
of the customer journey were on average 5% more effec-
tive at generating ongoing customer interactions, contact, 
and re-contacting in the middle of the customer journey.

MoBILE AND SoCIAL ChANNELS 
EMErgE AS LEADINg  
ENgAgEMENT INVESTMENTS

CustOmEr EngAgEmEnt trEnds 
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Chart 11. the relative Effectiveness of marketing investments at Engaging Customers

thinking of engaging customers—including ongoing customer interactions, contacts and re-contacting—how well are your 
investments performing in terms of driving customer interactions and ongoing engagement?

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Source: Forbes benchmarks from 300 global CMos, 2017
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48% of marketers say they are  

investing in data and analytics in order to better support customer 

engagement with more relevant content and offers.
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●● Twenty-six percent of senior marketing executives 
surveyed by Forbes rate generating demand—developing 
leads, offer response, baskets—as the top business goal for 
marketing.4

●● Promotions and incentives are rated by CMOs as 
the most effective marketing investment at generating 
demand in terms of driving leads, visits and face-to-face 
meetings.

●● Mobile media and applications have emerged as a 
demand generation investment, as more commerce is 
conducted on mobile devices and more customers use 
their phone while shopping at retail, embracing online 
coupons and location-based promotions.

●● CMOs increasingly view social and digital media as 
effective and relevant marketing investments deep into 
the customer journey—particularly with B2C CMOs, 
who rate these as the two top-performing marketing 
investments at the demand generation stage of the cus-
tomer journey

●● Both B2B and B2C marketers rate public relations 
as performing above average as a demand creation tactic.

●● The role of content is still relatively undervalued at 
this stage of the journey, because it is difficult to attribute 
leads to content quality, sources and format in marketing 
attribution and media measurement models. Monetizing 
content investments within a 12-month payback period 
is challenging.

●● The role and impact that search, influencer and out-
of-home media investments can have on lead generation 
needs to be better understood with better attribution 
and marketing mix models.

●● Reinforcing the growing importance of analytics in 
marketing, 46% of marketers say they are investing in 
data and analytics in order to better support demand 
generation with more effective on-site experiences, 
offers and customer journeys. Forty percent of CMOs 
are focusing their investments in marketing technology 
platforms—marketing cloud, CRM and digital market-
ing platforms—on improving lead generation. Forty-one 
percent of marketers feel programmatic ads have a role 
deep in the funnel to support re-contacting and nurtur-
ing campaigns.

●● The top channel investments at this stage of the jour-
ney are email, sales and service, and websites—which are 
being deployed to generate leads and demand by over 
47% of CMOs. Direct mail is still used by 41% of mar-
keters at this stage. 

●● On average, CMOs feel they are successful using 
these investments to generate sales opportunities from 
prospects with commercial intent in the form of requests 
for proposals, inbound calls and offer response rates. 
CMOs report having more difficulty generating qualified 
lead generation outcomes from a marketing standpoint—
leads, shopping activity and product demonstrations—at 
this stage of the customer journey.

●● High-performing marketers (who exceeded growth 
plans by 25%) felt their media investments at the end of 
the customer journey were on average 4% more effective 
at driving leads, visits and meetings at the end of the cus-
tomer journey.

A prIMAry roLE For 
TrADITIoNAL AND MoBILE  
proMoTIoNS AND INCENTIVES

dEmAnd gEnErAtiOn trEnds 
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Chart 12. the relative Effectiveness of marketing investments at demand generation

thinking in terms of demand generation, which is defined as lead generation, how well are your investments  
performing in terms of driving leads, visits and meetings?

 
 
 
 
 
   
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Source: Forbes benchmarks from 300 global CMos, 2017
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46% of marketers say they are investing in  

data and analytics in order to better support demand  

generation with more effective on-site experiences,  

offers and customer journeys.



60 | Marketing accountability: a ceo blueprint

●● Almost all CMOs surveyed (98%) feel they are fully 
(81%) or partially (17%) accountable for generating sales 
results in their role—reflecting the expanding responsi-
bilities of marketing.4 In a parallel study, 25% of senior 
marketing executives surveyed by Forbes rate develop-
ing sales outcomes—improving margin, ticket size, usage, 
adoption and Net Promoter Scores—as the top business 
goal for marketing.5

●● CMOs are making significant technology, channel 
and sales support investments to support bottom-of-the-
funnel sales outcomes.

●● Over 40% of CMOs report they are responsible for 
investing in owned marketing channels, such as email, 
websites, direct mail and retail merchandising, with the 
aim of generating sales.4

●● Forty-eight percent of CMOs own investment in 
e-commerce channels as part of their remit to generate 
sales outcomes.19

●● Sixty percent support sales and service channels with 
content, campaigns, leads and events in this endeavor.

●● Ninety-seven percent of marketers are investing in 
marketing technology platforms—marketing cloud and 
CRM systems—to support these channels with first-
party customer data, program execution, targeting and 
personalized content.4

●● On average, CMOs feel they are successful using 
these marketing investments to positively impact mar-
gins, cross-sell and Net Promoter Scores. CMOs report 
having more difficulty increasing the volume of sales 
transactions and product usage and adoption at this stage 
of the customer journey.

grEATEr FoCuS oN  
LEVErAgINg TEChNoLogy To  
SupporT SALES ouTCoMES

sAlEs trEnds

97%  of marketers  

are investing in marketing  

technology platforms—marketing 

cloud and CRM systems.
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gAp AnAlysis

While the benchmarks of marketing investment performance outlined above raise big questions and opportunities that 
require deeper validation and research, they also identify immediate opportunities for organizations to take action and 
improve. Specifically, the findings of this initial study have discovered five potential points of leverage, scale and failure in 
the go-to-market process that, if addressed, can create short- and long-term improvements in media performance and busi-
ness outcomes. 

 1. Collect data and attribution analysis to better understand the roles social media can play. CMOs rate social media as 
the top driver of brand awareness (over digital and traditional advertising and search), the second most effective media 
investment at generating engagement, and the third most effective at driving leads. Still relatively little is understood 
about the impact and potential of this channel, as most organizations lack the multi-touch, multimedia and online-to-
offline attribution models needed to prove its value deeper into the sales funnel. According to the DMA Statistical Fact 
Book, less than one-third (29%) of companies collect social media data, positioning this channel as one of the greatest 
opportunities for growth generated by stronger measurement and attribution.  

 2. validate the offline and downstream business impact of search and influencer marketing. CMOs appear to strug-
gle to quantify the role and value contribution of search and influencer marketing beyond building traffic. Despite budget 
growth of over 15%, both paid search media and influencer channels were rated by CMOs as performing below average rel-
ative to other digital and traditional marketing investments at every stage of the  customer journey. This is likely due to the 
fact that most organizations lack the data and modeling sophistication to understand where these digital media influenced 
or directly created brand preference, engagement, leads, store traffic and commerce. By collecting primary, third-party 
and second-party data analysis (data overlays with digital media partners), marketing teams can learn more about how 
and where they can convert that digital interest and influence into leads, offline sales and financial outcomes. 

 3. making mobile media fully operational as an engagement, promotional and commerce channel. As customer eye-
balls and media budget move to mobile, marketers are just beginning to tap into its potential as a channel for promotions, 
incentives and commerce, as well as a medium for brand building, search and engagement. Mobile ranks very high as an 
engagement and demand generation platform, and a significant number of customers search and buy from their phone. 
Much about leveraging mobile involves non-media actions and investments, such as adapting search criteria to voice and 
mobile search habits, delivering coupons based on location, creating content to support engagement, and making web-
sites responsive and mobile ready. 

 4. reexamine the role and resources dedicated to “non-working” marketing investments. Non-working media invest-
ments—notably content, targeting, influencer management, and the management of paid, earned and owned media 
investments—represent some of the most productive but least measured marketing investments in the modern marketing 
investment portfolio. These budgets have been shrunk by procurement’s focus on managing and templatizing below-the-
line costs and the lack of generally accepted ROI metrics and owners for these activities. As a consequence, the talent 
required to develop and curate content and centers of influence cannot be justified by agencies or marketing teams. 
Understanding the true return on these below-the-line investments and allocating the appropriate resources to them can 
yield large returns.  

 5. reestablish and right-size the role of traditional marketing investments—notably out-of-home and event advertis-
ing—in the modern marketing mix. CMOs rated out-of-home and experiential (event) investments as underperforming 
relative to newer and more measurable digital, social and mobile marketing investments.

Five immediate Opportunities to improve marketing performance  
by putting the right investment in the right role with the right Focus
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CMOs who report the highest levels of perfor-
mance (exceeding growth plans by over 25%) 
are achieving 5% better marketing investment 
performance and over 7% better business out-

comes from those investments. The reason? They have 
aggressively evolved the way they measure market-
ing performance by building more sophisticated market 
mix models that incorporate people-based targeting (vs. 
click- or cookie-based targeting), incorporate more data 
about media and touchpoints, and deliver higher levels 
of transparency, attribution and connection to financial/
sales outcomes. This research shows that high-perform-
ing marketers—who invest significantly more deploying 
data-driven marketing performance systems (e.g., sophis-
ticated marketing mix models and revenue attribution 
measures)—feel they make better decisions (about 
resource allocation and strategic growth), feel they create 
better outcomes (brand, engagement, demand generation 

and sales results), and feel they are well positioned to be 
world class in marketing-performance measurements.

Specifically, the high-performing marketers in 
the study sample were using data-driven marketing 
approaches to generate significantly higher returns on 
their marketing investments and achieving superior busi-
ness outcomes at every stage of the customer journey.

High-performing marketers generated over 5% bet-
ter media performance than the overall sample across the 
entire marketing and media mix. In particular, they were:

•	  Generating significantly (7%) better results from 
their investments in social, mobile and digital 
media

•	  Mastering the nuances of search and influencer 
marketing better than their peers

•	  Generating significantly (7%) better results from 
investments in public relations and promotions and 
incentives

4. WHERE HIGH-PERFORMANCE MARKETERS ARE 

ACHIEVING BETTER INVESTMENT PERFORMANCE AND 

GROWTH OUTCOMES 

Chart 13. relative marketing investment performance by stage of the Customer Journey— 
high-performing marketers vs. total sample

(1: low performance - 3: high performance)

  high-performers       |  Average 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Source: Forbes benchmarks from 300 global CMos, 2017

powered by
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Chart 14. relative Business Outcomes by stage of the Customer Journey— 
high-performing marketers vs. total sample 

  high-performers       |  Average 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Source: Forbes benchmarks from 300 global CMos, 2017

powered by

The research shows that high-performance market-
ers are achieving much better (7.5%) growth outcomes 
than the total sample from their marketing strategies, 
investments and actions across 27 measures of business 
performance spanning the entire customer journey. By 
optimizing their marketing investment mix and perfor-
mance, the high performers were able to get superior 
business results from their investments, including:

•	 Superior brand awareness outcomes in terms of social 
and traditional media performance indicators, as well as 
generating brand preference. For example, high-perform-
ing marketers are over 10% more effective at leveraging 
social media channels to improve brand awareness.

•	 Better customer engagement in terms of campaign 
response, registration, opt-in, calls and time on-site. For 
example, high-performing marketers are over 9% more 
effective at generating inquiries, responses and registra-
tions from their customer engagement programs.

•	 Significantly better demand generation with higher 
offer response rates and lead volumes. For example, 
high-performing marketers are over 9% more effective 
at generating inquiries, responses and registrations from 
their customer engagement programs.

•	 Better sales outcomes in terms of ticket size, customer 
satisfaction (Net Promoter Score) and adoption rates. For 
example, high-performing marketers are over 10% more 
effective at turning customers into users and advocates 
(Net Promoters).
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Chart 15. relative Business Outcomes for high-performing marketers vs. total sample

please rate the success of business outcomes achieved in the following areas.

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Source: Forbes benchmarks from 300 global CMos, 2017

powered by

5. THE RELATIONSHIP BETWEEN MARKETING 

ACCOUNTABILITY AND SUPERIOR GROWTH PERFORMANCE

A 
deeper investigation into the management 
practices of these high-performing market-
ers revealed they are achieving these results 
because they are more sophisticated and 

effective in the way they measure and manage market-
ing performance. These high-performing marketers are 
generating superior growth and marketing investment 
performance because they are investing more resources, 
time and talent into improving their marketing perfor-
mance measurement capabilities. This analysis of the 
performance and practices of over 800 marketers found 
that high-performing marketers (who exceeded growth 
plans by 25%) are using advances in media measurement, 
analytics, models and attribution to significantly increase 
the value marketing creates in terms of growth, profit-
ability and enterprise value. The research revealed that 
high-performing marketers are deploying data-driven 

marketing performance systems that help them make 
better decisions about marketing resource allocation, cre-
ate better business outcomes, generate better returns on 
marketing investments and exceed their growth plans. 

specifically, the research shows that most  
effective marketers are:
1. Much more likely to use sophisticated marketing mix 
and multi-touch campaign attribution models to plan 
growth strategy, demonstrate sales outcomes, support 
marketing measurement and justify budgets

2. Far more focused on modeling the performance 
of the entire marketing investment portfolio at a more 
granular level, including digital marketing, social media 
and the efficacy of the specific campaign tactics deployed 
using them, than average marketers
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Chart 16. CmO Assessments of their Ability to measure the return on their marketing investments 

to what extent do you completely agree with the following statements about measuring the return on your  
marketing investments today?

  high-performers       |  total sample 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Source: Forbes benchmarks from 300 global CMos, 2017

powered by

3. Faster and more effective at shifting marketing 
resources and investments across media, channels and 
stages of the customer journey to optimize performance 
and adapt to the market

4. Dedicating more staff and resources to the devel-
opment of the data, analytics, external benchmarks and 
models needed to support world-class marketing per-
formance measurement as a personal and professional 
imperative

5. Making it a priority in the future to develop “people-
based” customer targeting and measurement systems that 
integrate first-party and third-party data from a wider 
range of digital platforms, systems and media partners

As a consequence, the high-performing marketers are 
achieving higher levels of marketing investment perfor-
mance today, and are over twice (2.3 times) as confident 
they are well positioned to be world class in marketing 
performance within the next three years.

These findings are detailed in greater depth below.

1. high-performing marketers use more 
sophisticated marketing measurement and 
planning models.
The CMOs reporting the highest levels of marketing 
performance have developed more sophisticated market 
mix optimization and revenue attribution models, which 
incorporate more data about media and touchpoints 
and deliver higher levels of transparency, attribution and 
connection to sales outcomes. Specifically, marketers in 
the high-performing sample were almost twice as likely 
to use sophisticated marketing mix and multi-touch 

campaign attribution models to plan growth strategy, 
demonstrate sales outcomes, support marketing measure-
ment and justify budgets.

•	 Fifty percent of high-performing marketers rely heavily 
on marketing mix models to support their marketing mea-
surements—almost twice the level of the general sample.4

•	 Fifty-five percent of high-performing marketers rely 
heavily on campaign attribution and performance mod-
els to support their marketing measurements—twice the 
level of the rest of the sample.4
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Chart 17. the resources high-performing marketers rely upon to support marketing  
performance measurement vs. total sample

what resources and partners do you rely upon to support your marketing measurement?

  high-performers      |  total sample 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Source: Forbes benchmarks from 300 global CMos, 2017

powered by

2. high-performing marketers analyze the 
marketing investment mix at a more granular level. 
The research revealed that high-performing market-
ers are far more focused on modeling the performance 
of the entire marketing investment portfolio at a more 
granular level. Their marketing performance measures 
are more likely to include digital marketing, social media 
and the efficacy of the specific campaign tactics deployed 
than those of average marketers. 

Forward-thinking CMOs understand that with-
out data-driven models, measures and analytic tools for 
measuring the contribution of marketing investments to 
the enterprise, it will be very difficult for boards, CEOs 
and CMOs to make the critical trade-off, reallocation 
and risk investment decisions required to remain com-
petitive in a dynamic and rapidly changing marketplace. 
Forty percent of CMOs regard data and analytic tools as 
the top way they will address the challenge of measuring 
marketing return on investment in the long term.4

Marketers who have built an analytics foundation to 
support marketing performance measurement are sig-
nificantly more effective at determining the impact of 
online, offline and non-media factors on marketing 
performance and growth. For example, the high-per-
forming marketers report they are much more effective 
at determining the impact of online media, offline media, 
direct response channels, device type and non-media 
factors (e.g., weather, traffic, economy) on marketing 
performance and growth. Specifically, high-performance 
marketers reported they were 50% more confident in 
their ability to understand:

•	  The performance of the entire marketing 
investment portfolio

•	  As well as how specific campaigns, media and 
tactics are performing

•	  And how digital-marketing investments drive 
results
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Chart 18. marketers who rate their marketing mix solution as highly Effective in determining the impact  
of marketing Activities (by investment Class) 

how effective is your marketing mix solution in determining the impact of your marketing  
activities in the following areas?

  high-performers       |  total sample 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Source: Forbes benchmarks from 300 global CMos, 2017

powered by

The best marketers are using marketing mix and attribu-
tion models to help address some of the biggest challenges 
articulated by CMOs in this survey, including:

●● Allocating resources to balance short-term reve-
nue growth and long-term brand and value creation 
objectives. 

●● Optimizing working media and “non-working” or 
“below the line” investments in content, measurement, 
targeting and owned marketing channel management on 
an apples-to-apples basis, based on their contribution to 
enterprise value. For example, marketers who allocated a 
larger percentage (6.6%) of their working media budgets 
to marketing performance measurement and analysis sig-
nificantly outperformed the average marketer across all 
measures of marketing performance and measurement 
competence, including:

•	  Demonstrating the contribution of marketing to 
sales growth and profits. For example, most high-
performing marketers (54%) report they are using 
sophisticated rules-based multi-touch attribution 

models to measure the contribution of a wider 
range of online and offline media, direct-to-cus-
tomer channels and non-media inputs to financial 
outcomes.5

•	  Developing data-drive forecasts to support man-
agement decision making. For example, 54% of 
high-performing marketers report their forecasting 
decisions are data-driven.5

•	  Supporting CMO-level decision making with 
analytics, marketing technology and analysis. For 
example, over half of high-performing market-
ers report their investments in marketing data and 
analytics fully support CMO decision making.5

●● Understanding how aggressively to shift marketing 
investments from traditional to online media and assets 
to keep up with customer preferences and maximize 
financial outcomes—which was ranked the top short-
term decision-making challenge by 35% of the CMOs 
surveyed.4
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Chart 19. how well high-performing marketers Are using data to inform marketing decision making  
relative to total sample

to what degree are you using data to inform the following management decisions?

  high-performers       |  total sample 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Source: Forbes benchmarks from 300 global CMos, 2017

powered by

3. high-performing marketers are faster and more 
agile in their ability to refine their marketing 
approach. 
The research revealed that high-performing marketers are 
faster and more effective at shifting marketing resources and 
investments across media, channels and stages of the cus-
tomer journey to optimize performance and adapt to the 
market. High-performing marketers are investing in tools 
to reduce the time, cost and complexity of managing and 
measuring marketing performance. “A big gap for us is the 
time it takes to model performance in terms of clicks, views and 
sales in a two-tiered distribution model,” according to Mark 
McKenna, CMO of the Putnam Funds. “We need to get 
on-platform and off-platform data from distribution partners to 
calculate attribution to sales and asset movement.” For exam-
ple, high-performing marketers are much (50%) faster and 
more effective at shifting marketing resources and invest-
ments across media, channels and stages of the customer 
journey to optimize performance and adapt to the market. 
On average, high-performing marketers report they have 
put in place measurement and analytics systems and pro-
cesses that allow them to use marketing performance and 
forecasting data to improve marketing far more (twice as) 
frequently as the rest of the sample. Over a third of high-
performing CMOs (34%) report they are agile enough to 
make data-driven optimization and budget reallocations on 
a daily basis—three times the level of the rest of the sample.5

4. high-performing marketers dedicate 
significantly more resources and staff to 
performance measurement. 
To achieve these results, high-performing marketers have 
dedicated materially more internal staff and resources 
to the development of the data, analytics, external 
benchmarks and models needed to support world-class 
marketing performance measurement as a personal and 
professional imperative. 
 
●● The high-performing marketers had significantly 

(27%) larger internal staff dedicated to marketing perfor-
mance measurement. The average-sized company in the 
study—$3 billion in revenue—was dedicating on average 
34 members of its marketing staff either fully or partially 
to marketing performance measurement and analysis, 
compared with 42 full-time equivalents for the highest-
performing marketers. The best-in-class marketers also 
invest more heavily in developing internal staff dedicated 
to marketing performance measurement (43% of high-
performing CMOs report they rely heavily on internal 
staff vs. 28% for the general sample).5

●● The high-performing marketers invest significantly 
more resources—6.6% of working gross media spend-
ing—on marketing performance measurement planning 
than the general sample. More than a quarter (27%) of 
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Chart 20. the relative Frequency high-performing marketers Are Able to Apply marketing performance  
data to Optimize their marketing programs and plans

how frequently are you applying data to improve your marketing? 

  high-performers       |  total sample 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Source: Forbes benchmarks from 300 global CMos, 2017
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the highest-performing marketers are investing over 10% 
of their working media budget on performance measure-
ment and analytics—three times the level of the rest of 
the sample (27% vs. 8%).5

5. high-performing marketers integrate a  
wider variety of data into their marketing 
measurement systems. 
High-performing marketers are making it a priority in 
the future to develop “people-based” customer targeting 
and measurement systems that integrate first-party and 
third-party data from a wider range of digital platforms, 
systems and media partners. “These sophisticated marketing 
mix and attribution models are increasingly important because 
they connect the dots across data sources and go deeper into the 
granular data to find insights about how and where to improve 
business outcomes,” according to Alan Gellman, CMO of 
Credible. “These tools are becoming essential because the right 
answer to the growth investment question now involves aggre-
gating information from many parts of the organization, many 
channels and systems. They allow CMOs to draw insights from 
detail, multiple touchpoints, complex routes to market.” 

Reflecting this trend, 91% of CMOs in the survey 
report they are taking action to better measure marketing 
return on investment in the future.4 Specifically:

●● Ninety-eight percent of CMOs are actively invest-
ing in data and analytics to generate measurable financial 
outcomes at various stages of the customer journey.4 On 
average, CMOs report they plan to increase budgets for 
measurement and analytics by more than 25% over the 
next three years.5

●● Sixty-one percent of high-performing marketers are 
adopting a single customer profile as the basis of targeting 
media and marketing investments versus click- or cookie-
based targeting approaches. This “people-based” approach 
to targeting allows them to incorporate more data about 
media, marketing and sales touchpoints to better connect 
marketing actions to sales outcomes.5

●● Forty-nine percent of high-performing marketers 
identified marketing data integration as the top way they 
plan to improve marketing performance measurement the 
next year—by prioritizing initiatives aimed at consolidat-
ing data silos and integrating different data platforms.5

●● Forty-one percent of high-performing marketers are 
leveraging first-party data about customers from sys-
tems they already have in place—including CRM, media 
analytics and marketing cloud solutions—in marketing 
planning and measurement.5
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Chart 21. Common steps marketers Are taking to improve marketing performance 

what steps do you need to take over the next 12 months to become a leading marketing organization? 

  high-performers       |  total sample 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Source: Forbes benchmarks from 300 global CMos, 2017
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THE KEYS TO  
IMPROVING MARKETING  
ACCOuNTABILITY

1. THE FIVE PRIMARY ROADBLOCKS TO MARKETING 

ACCOUNTABILITY

There are five primary roadblocks holding marketing orga-
nizations back from achieving higher levels of marketing 
accountability and performance. Most involve establishing 
common standards, measures, organizational competencies 

and codified approaches to communicating, measuring and managing 
the contribution of marketing investment to enterprise value.

Marketers must overcome these common roadblocks and barri-
ers to change if they want to improve their ability to measure and 
improve marketing performance and drive superior growth. Senior 
leadership needs to better understand the economic benefits of mar-
keting performance improvement on growth, profits and shareholder 
value; the importance of having a cross-functional understanding of 
the collective outcomes of the process across business units; and the 
true resources involved in moving to more unified and data-driven 
measurement approaches.

5ROADBLOCKS TO 
MARKETING ACCOUNTABILITY

1.  No common understanding of marketing  
economics and impact

2.  organizational readiness, alignment  
and maturity

3.  Lack of externally validated standards, 
benchmarks and metrics

4.   Lack of transparency in reporting across 
channels, media and silos

5.  Insufficient tools and technologies to support 
data-driven performance measures



72 | Marketing accountability: a ceo blueprint

rOAdBlOCK 1: nO COmmOn 
undErstAnding OF mArKEting 
ECOnOmiCs And impACt
The lack of common terminology, language and defini-
tions of marketing performance that finance understands 
was cited as one of the top barriers to improving market-
ing accountability by the CMOs interviewed. “We need to 
start to speak a common language about how marketing creates 
enterprise value,” says Michelle Bottomley, CMO of Staples. 
“Currently, there are six or more points of view across the organi-
zation about marketing ROI and performance when you factor in 
the CEO, CFO, P&L owners, sales in addition to the CMO.”

In the absence of a shared vocabulary that articulates 
the economics of marketing to the rest of the organi-
zation, there will never be a shared understanding of 
the financial impacts of marketing activity and ROI. 
“Language is critical,” according to Rishi Dave, CMO 
of Dun & Bradstreet. “Even if all of your peers are bought 
off on the contribution of marketing to financial outcomes, the 
CFO has to embrace the economics of marketing from their 
frame of reference. We need to find a middle ground where we 
are able to talk about marketing investment trade-offs with other 
departments in a context they embrace from a decision-making 
standpoint. For example, finance people understand the econom-
ics of a ‘factory’ with fixed and variable costs and scale economies. 
Can we talk about marketing in that context?”

A common understanding of the economic impact 
marketing can have on growth is essential to establishing 
agreed-upon measures for the collective outcomes shared 
across stakeholders in IT, product marketing, sales and 
service. “Marketing leaders have a responsibility to educate 
the entire business, all leaders, on the many ways we share the 
responsibility for growth, and where we need to work together to 
achieve collective outcomes that improve enterprise value,” says 
Peter Bingaman, CMO North America, Mercer. “We 
need to frame the conversation to arrive at a common language 
and set of economics about the financial impact marketing has, 
and the interrelationship between sales, product, finance, IT and 
supply chain, among others. We have to work collectively across 
business units to make the dollars we have work harder. We need 
to look within the funding and operating model to improve mar-
keting performance, instead of only focusing on net new dollars, 
people and technologies. That is necessary to truly make growth 
happen at a faster rate than it otherwise would.”

According to Amy Radin, a former CMO who is now 
a member of the board of directors of the Association 

of International CPAs (AICPA), success means market-
ing does not have to lead the dialogue on growth alone. 
“High-performing growth organizations know what they don’t 
know when it comes to marketing accountability. Performance 
marketers like American Express have created a culture where 
management is constantly asking the questions, what is the impact 
on the cardmember (or customer)? what is the impact on brand? 
and what is the return on marketing dollars invested? Ultimately, 
success means you want the CFO to be talking about brand value 
even when there are no marketers in the room.” 

Ultimately, CEOs need to respect the language of 
marketing and associate it with financial outcomes in 
the same manner they deal with operations, supply chain 
management and quality control executives. “We need 
to rebrand the CMO in the eyes of the CEO,” says Denise 
Karkos, CMO of TD Ameritrade. “CEOs and CFOs with 
experience have history. And biases. Often, they tend to lump 
CMOs into time-worn personas (a PR guy, an ad gal). We 
need to change the narrative and position ourselves as perfor-
mance marketers. Performance needs to be our brand as CMOs 
for us to be effective.”

rOAdBlOCK 2: limitEd OrgAnizAtiOnAl 
rEAdinEss, AlignmEnt And mAturity
One major factor hurting the ability of marketers to be 
held more accountable for measurable growth is how 
poorly structured the CMO’s job, budgeting and part-
nerships are. “The job definition of the CMO is not consistent 
and is poorly defined,” according to Kimberly Whitler, pro-
fessor of marketing at Darden. “The marketing function is 
still largely defined by a 1950s narrow view of the 4Ps (product, 
price, promotion and placement). The reality is that the role has 
become dramatically more complex with the explosion of data, 
channels and methods to connect with the consumer. However, 
as companies have gotten larger, the role has become splintered 
such that the elements of the sales and marketing mix CMOs 
actually have direct or indirect control over has shrunk. What do 
marketers really control? Not product, not pricing in most cases.”

The lack of alignment with CEO goals, the growth 
agenda and contribution to enterprise value is a major 
factor in poor marketing accountability as well as the 
short tenure of CMOs—which at last count was under 
four years.36 In fact, a great deal of CMO turnover stems 
from poor job design, according to research conducted 
by Darden’s Whitler. Expectations typically far exceed 
the actual authority given when it comes to the CMO. 

5 RoaDbloCKs To MaRKeTInG 
aCCoUnTabIlITY
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“When the responsibility of the role is not aligned with the 
measurement of the role, it sets a CMO up to fail before they 
start the job. It’s not uncommon for companies to describe a role 
in which the CMO is expected to change the overall perfor-
mance of the firm, but only empower the CMO with a limited 
marketing communications mandate that leaves the CMO with 
little control over insights, product design, innovation and digital 
growth platforms.”

Another factor: Most CMOs don’t know what good 
marketing performance measurement looks like from an 
organizational, process, incentive and technology infra-
structure standpoint. “Despite the significant progress we’ve 
made, marketing accountability is still an issue in many B2B 
marketing organizations,” according to Kevin Hamilton, 
senior vice president of marketing with Benefitfocus. 
“I’ve found that when this is a challenge, it is due to a lack of 
alignment between sales and marketing combined with limited 
buy-in from the rest of the executive team. Many times, the tools 
are available but implemented incorrectly. We would also all ben-
efit from improved external benchmarks and alignment around 
a common set of metrics that link to CAC, sales and revenue.” 

rOAdBlOCK 3: thE lACK OF ExtErnAlly 
vAlidAtEd stAndArds, BEnChmArKs 
And mEtriCs
The CMOs and experts interviewed cited the lack of 
benchmarks of performance for key drivers of enterprise 
value and lack of measurements that are valid, reliable, 
effective and accurate as primary impediments to better 
marketing accountability. 

“The marketing industry has to knock down the road-
blocks to marketing accountability one at a time,” according 
to Peter Horst, CEO of CMO Inc and a former CMO 
of both Capital One and Hershey. “Taking it in bite-size 
slices. Trying to boil the ocean and pursue sophisticated measure-
ment and investment allocation models before your organization 
is aligned and competent is the biggest risk. The first obstacle 
to address is to establish common measurement and perfor-
mance KPIs on the right marketing investments and actions. 
On that foundation, we can start to have a meaningful conver-
sation about the value that marketing investment creates for the 
company. Once the contribution of marketing to enterprise value 
has been established, we have a basis for rationally discussing 
transformational investments and big strategy changes needed to 
compete in an intangible and digitally driven economy.”

Most marketers lack the externally validated standards 
for measurement of media, brand and attribution needed 
to better connect marketing investment to business out-
comes. “The fundamental problem is the lack of externally 
validated standards for the marketing function,” according 
to Chris Hummel, CMO of United Rentals. “Every 
other function has its own language—Six Sigma, total qual-
ity management, financial accounting standards—that allows it 
to intelligently discuss, measure, communicate and collaborate to 

achieve common goals. Marketing remains the enigma, the ele-
phant in the boardroom that has no standard processes, universally 
accepted KPIs or even commonly held belief.” David Edelman, 
the CMO of Aetna, echoes this sentiment. “There are many 
layers to marketing performance. It takes a complex portfolio of 
measures. Leadership tends to be overly obsessed with sales attri-
bution and cost of acquisition without factoring in important factors 
like brand perceptions, brand preference or trust. When measuring 
performance, you have to think about the 10 people a customer 
asked before they decided to visit your site.”

Rishi Dave, the CMO of Dun & Bradstreet, adds, 
“For example, we need a common way to look at and define 
pipeline performance that everyone agrees upon. So when we 
have a conversation about accelerating sales through the pipeline, 
everyone is on the same page.”

rOAdBlOCK 4: lACK OF trAnspArEnCy 
in rEpOrting ACrOss ChAnnEls, mEdiA 
And silOs
Lack of transparency in media performance has led 
to millions of dollars of media investment that will be 
wasted due to sub-optimal marketing allocation or self-
dealing by agencies—again, due to lack of transparency.

Defining the scorecard for success is one area 
where CMOs need to take the lead, according to Dana 
Anderson, the CMO of MediaLink. “One area marketers 
are to blame is we have failed to define the marketing account-
ability problem properly. We must define the yardstick for success, 
rather than let it be defined for us by the CFO who values 
short-term returns, a business unit with parochial interests, an 
agency that is optimizing fees or a solution provider looking to 
expand users and adoption.”

Financial reporting of marketing value-add and out-
comes is limited. Tony Pace, the CEO of MASB, points 
out that “with all the change and complexity, CMOs still need 
answers to some basic questions, notably: Is TV still relevant at 
driving sales outcomes? Can social media build brands? And 
should we add the value of the brand as an intangible asset to 
the balance sheet for financial reporting purposes?”

Accountability for outcomes is a game changer, 
according to Chrisie Scott, CMO of Hackensack 
Meridian Health Network. “The introduction of CRM data 
and the ability to bring analytics tied to the delivery of a real 
patient in the door of the hospital was one of the first ‘aha’ 
moments we had with my CFO. He used to give us a hard time 
about spending money on brand and marketing with no return 
to the organization. But the breakthrough was our ability to 
show, for the dollars I am investing, this is what I am bringing 
back to the organization—based on whatever formula you want. 
We negotiated the formula for calculating return based on any 
metric that he found credible—contribution margin, ROI. But 
the ability to attribute sales outcomes to marketing investment 
changed the conversation.” 
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rOAdBlOCK 5: insuFFiCiEnt tOOls And 
tEChnOlOgiEs tO suppOrt dAtA-drivEn 
pErFOrmAnCE mEAsurEs
While big data, analytics and technology offer the poten-
tial to increase transparency, attribution and accountability 
for business results, so far, they have failed to deliver on that 
promise. Most CMOs report they lack the tools to cap-
ture, aggregate, leverage and report first- and third-party 
data about customers. According to Elissa Fink, CMO of 
Tableau, “It’s not surprising that only 30% of marketers feel 
they handle their marketing data well and 89% of organizations 
cannot demonstrate ROI on data, at least in the short term. We 
see that challenge across businesses. We need to help make it faster, 
easier and more intuitive to bridge the last-mile problem so mar-
keters can make the right data-driven choices.”

Marketers are looking for tools to reduce the time, 
cost and complexity of managing and measuring mar-
keting performance. “A big gap for us is the time it takes 
to model performance in terms of clicks, views and sales in a 

two-tiered distribution model,” according to McKenna of 
the Putnam Funds. “We need to get on-platform and off-plat-
form data from distribution partners (Merrill, UBS) to calculate 
attribution to sales and asset movement.”

Marketers also need models to accurately measure, 
optimize and forecast the impact of many marketing 
investments. “Analytics tends to be too granular and tacti-
cal,” reports Thomas White, CMO, TIAA Institutional 
Financial Services. “Today, it’s good at informing small pro-
grams, pilots, tests and campaigns. As a CMO, my challenge is 
to concentrate (roll up) that data to identify the core drivers of 
retention and loyalty and the three to five right things to focus 
on to drive sustainable growth. Analytics needs to identify the 
key points of scale and leverage that can direct sustained strate-
gic marketing investment and a consistent marketing drumbeat.”

High-performing marketers are using advances 
in measurement economics, models and analyt-
ics to more effectively communicate, quantify 
and significantly improve the contribution of 

marketing to growth, profits and enterprise value. The 
question most marketers are asking us is—what spe-
cifically are they doing to achieve superior marketing 
investment returns and growth outcomes?

Part of the answer is greater focus and commitment to 
measurement of marketing performance at the executive 
level. The high-performing marketers in this study were 
focusing double the investment, staff and time on non-
working media activities to better measure, forecast and 
plan for superior marketing performance. This “measure 
twice and cut once” approach to marketing investment 
is generating 5% greater returns on specific marketing 
investments and 7.5% better business outcomes based on 
their competency in marketing accountability.

These results don’t appear to be an accident. The high-
performing marketers were 50% more confident in their 
ability to understand the performance of the entire market-
ing investment portfolio—as well as how specific campaigns, 
media and tactics are performing and how digital marketing 

investments drive results. Overall, as a result of their increased 
investment in marketing accountability, the high-perform-
ing marketers are over twice (2.3 times) as confident they 
are well positioned to be world class in marketing perfor-
mance within the next three years.4

The CMOs in the Forbes Marketing Executive 
Advisory Council supporting this study overwhelmingly 
agree that increased investment in marketing accountabil-
ity pays off in terms of growth and value creation. The 
challenge for most of the CMOs is that few organiza-
tions have a clear picture of “what good looks like” when 
it comes to marketing accountability. Kevin Hamilton 
of Benefitfocus reinforces the importance of putting the 
right metrics, processes, incentives and technology in place 
to support growth. “Many of our peers struggle to articulate a 
long-term roadmap for their marketing organization. Similar to 
product management and agile development, it is important that 
we paint a picture of where we are, where we plan to invest and 
where it will take our organization. Working together to define a 
maturity model would benefit our teams and organizations.”

2. THE KEYS TO BUILDING AN  

ORGANIZATIONAL COMPETENCY  

IN MARKETING ACCOUNTABILITY
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The commercial, academic and market research com-
piled in this report identified a dozen material ways 
high-performing marketers are building world-class mar-
keting accountability capabilities that create more value 
from marketing strategies, investments and actions. 

these included:
●● People—building staff, teams and skills in the 

core “below the line” measurement and analytics capa-
bilities essential to improving marketing performance 
measurement and driving better marketing results. For 
example, the survey of CMOs identified financial inte-
gration, interpreting marketing performance data and 
executing sophisticated attribution models as the top 
skill gaps they need to fill to become more effective and 
accountable. Almost a third (31%) of high-performing 
marketers report they are establishing centers of excellence 
in performance measurement over the next 12 months to 
help them become leading marketing organizations.5 

●● Common planning processes that are data-
driven and provide CMOs fast, frequent and forecastable 
guidance to reallocate resources across a wide range of 
investments to maximize both short- and long-term 

goals. Improving speed to insights and the ability to 
adjust and refine marketing investment allocations fre-
quently has become fundamental to growth, according to 
David Edelman, CMO of Aetna. “We need to move faster 
and be more dynamic. We cannot take three years to plan, deploy 
and run a customer acquisition model. That’s too long. We need 
to move towards creating early warning systems rather than 
building models based on the past (rearview mirror). The biggest 
risk is the failure to estimate the speed and size of change early 
enough.” Reinforcing this call to action, 37% of CMOs 
ranked change management issues as the top obstacle 
to achieving a greater degree of marketing accountabil-
ity between the CEO, CMO, CFO and critical business 
units that support growth.5

According to research currently being conducted by 
a team at the Marketing Accountability Standards Board, 
best-in-class marketers are putting in place cross-functional 
processes for planning and funding investments and shar-
ing information and insights across the organization, all 
with the goal of improving financial performance. These 
common governance processes are important because 
“marketing accountability standards will not generate financial 
outcomes without governance to enforce they are put to work. The 

Chart 22. top marketing performance measurement skill gaps
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marketers on our Continuous Improvement in Research team 
have found the more budgets that were evaluated by a common 
planning and budgeting process, the better their financial out-
comes were,” according to Frank Findley, the director of the 
Marketing Accountability Standards Board (MASB). 

●● Incentives: Establishing common rewards and 
financial measures of success to foster the com-
munication and collaboration needed to drive growth. 
Establishing a common economic purpose includes 
gaining agreement on the return on marketing invest-
ments (ROMI) and establishing common financial 
measures of the contribution of marketing to corpo-
rate financial goals. “Developing a collective understanding of 
how business functions work together to contribute to growth is 
important because growth has become a team sport,” according 
to Karkos of TD Ameritrade. “As an individual contribu-
tor, marketing has the potential to drive a significant volume 
of leads at the front of the funnel. But thinking like a share-
holder means bringing in the right quality leads, folks who have 
the money and interest to do business with you, and develop-
ing sustainable relationships with them. That requires teamwork. 
You need to partner with IT, sales, compliance, service and prod-
uct to drive sustainable growth—quality relationships. In our 
industry, we partner with sales to deepen relationships, legal and 
compliance to accelerate speed to market, and product is our part-
ner on digital transformation.” Since growth is now a “team 
sport,” the CEO, CFO and the entire leadership team 
must agree upon the economic outcomes the CMO 
can generate and the contribution of marketing, strate-
gies, investments and actions to grow enterprise value. 
Reinforcing this point of view, 46% of high-performing 
marketers are working closely with their peers in finance 
and business unit leaders to create integrated reporting 
of marketing performance that they all can agree upon.5

●● Systems: Investing in technologies to help 
capture, integrate and analyze data from many 
sources. High-performing marketers are using data 
from online, offline and third-party sources to man-
age the detailed analysis required to develop marketing 
insights as well as structured recommendations to sup-
port executive level trade-off conversations and decisions. 
For example:

•	  Most high-performing marketers (61%) are establishing 
single customer profiles to incorporate more data about 
media, channels and touchpoints into their marketing 
mix models and deliver higher levels of transparency, 
attribution and connection to financial outcomes.5

•	  The number one action marketers plan to take in order 
to improve measurement in the future is to invest in 
technologies that help eliminate data integration road-
blocks.5 For example, CMOs rate consolidating data 
into a single source of truth and integrating critical 
platforms to support data-driven measurements as the 
top two steps they need to take in the next 12 months 
to become a leading marketing organization. 

•	  Marketers overall are prioritizing investments in 
marketing solutions and in-house web analytics tech-
nologies to support performance measurement by 
collecting and leveraging first-party data from owned 
and earned marketing channels. For example, Kevin 
Hamilton of Benefitfocus reports, “as a platform com-
pany, we leverage proprietary insights from our users to define 
the trends shaping our industry. When paired with our owned 
channels and a deep focus on sales enablement, we are able to 
consistently increase MQL volume while maintaining qual-
ity and reducing cost per MQL. Platforms on the social side 
allow us to magnify our performance and create an echo cham-
ber for our buyers and customers.” Reinforcing this trend, 
over 41% of high-performing CMOs report they are 
looking to media partner analytics from digital plat-
forms like Facebook as their most critical technology 
to support performance measurement.5 

●● Establishing a common economic purpose for 
marketing. Since growth is now a “team sport,” the 
CEO, CFO and the entire leadership team must agree 
upon the economic outcomes the CMO can generate 
and the contribution of marketing, strategies, investments 
and actions to grow enterprise value. “Business leader buy-
in is the most important foundation for success,” according to 
Paul Nobile, CMO of Willis Towers Watson. “Achieving 
a common understanding and vision for success with the busi-
ness units—who fund a good portion of marketing—is the top 
area of collaboration and alignment for the CMO, at least in a 
large, complex organization.” This includes agreement on 
the return on marketing investments (ROMI) and estab-
lishing common financial measures of the contribution 
of marketing to corporate financial goals. This is impor-
tant, according to Tableau’s Fink, because “metrics create 
value because they facilitate teamwork and help us define col-
lective goals. Only when we have commonly agreed upon and 
externally validated metrics for marketing’s contribution to 
enterprise value will we be able to work with the marketing 
services supply chain as a team, not suppliers.” As evidence, 
the 300 CMOs surveyed for this study rated developing 
an internal framework that measures how our marketing 
activities contribute to enterprise value as the top action 
they would take in the future to address the challenges of 
measuring marketing return on investment. 
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The CMOs in the Forbes Marketing Executive 
Advisory Council supporting this study over-
whelmingly agree that increased investment in 
marketing accountability pays off in terms of 

growth and value creation. The challenge for most of the 
CMOs is that few organizations have a clear picture of 
“what good looks like” when it comes to marketing per-
formance measurement.

The commercial, academic and market research com-
piled in this report identified a dozen material ways 
high-performing marketers are building world-class mar-
keting performance measurement capabilities that create 
more value from marketing strategies, investments and 
actions. These 12 marketing accountability best practices 
are compiled into a Marketing Accountability maturity 
model, which is summarized below, and incorporated into 
a Benchmark Assessment in Section VI of this report.

3. 12 CHARACTERISTICS OF HIGHLY ACCOUNTABLE 

MARKETING ORGANIZATIONS

12 Characteristics of highly Accountable marketing Organizations

1.   Cross-Functional Organizational structures: Growth is a “team sport” that requires high degrees of 
collaboration across business units and functions.

2.   measurement skills and Competencies: Marketing accountability requires superior “below the line” skills in 
analytics, modeling and financial integration.

3.   Functional and role Alignment: Marketing must be functionally aligned with the growth strategy and 
enabled, partnered and resourced to achieve company growth goals.
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4.   Common Funding processes: Centralized funding of short-term, long-term and strategic marketing 
investment maximizes ROMI and facilitates trade-offs.

5.   Common planning processes: Common planning processes that are data-driven, frequently updated and 
forecastable improve financial outcomes.

6.   information-sharing processes: Documenting, sharing and leveraging information and learnings across  
the organization directly impacts enterprise value.
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7.   A Common Economic purpose for marketing: Leadership must agree upon the economic purpose and 
contribution of marketing investments and actions to grow enterprise value.

8.   Collective growth rewards and incentive: Executive stakeholders must share growth incentives to foster 
collaboration and achieve collective growth outcomes.

9.   Common Enterprise measures and Kpis: Company growth performance requires connecting the dots  
across many data sources to fuel reliable and externally validated measures of the financial impact of  
marketing investments.
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10.  Common Customer id and profiles: Customer profiles are the foundation of marketing mix and attribution 
models that span investments, channels and stages of the customer journey.

11.  planning, Attribution and Forecasting models: Measurement models must incorporate a wide range of 
detailed performance data to support strategic CMO decision-making and investment trade-offs.

12.  Broad data sources and degrees of integration: The more internal and external data sources integrated  
into marketing planning models, the more robust performance measurement models become.
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Every organization can take immediate steps to maximize the contribution of 

marketing to enterprise value and generate profitable growth by improving 

marketing accountability. Specifically, this research identified several practical 

frameworks to help CMOs better quantify, improve and communicate the 

contribution of marketing to enterprise value and top-line growth to their 

leadership. These practical recommendations include:

HOW TO TAKE ACTION

1.  proactively define the role the CmO must play within your organization to maximize value creation

2.  take five practical steps to better understand, measure, steward and enhance your company value

3.  Benchmark where your organization stands relative to marketing accountability leaders

4. participate on the Forbes marketing Executive Advisory Council

5.  Join us on the journey of marketing performance improvement as a member of our organization
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The research compiled in this report identifies a 
clear connection between marketing strategy, 
investment and activity and enterprise value. The 
contribution of marketing to enterprise value 

can exceed 50% of firm value when brand, customer 
and digital assets are properly valued and the impacts of 
marketing performance, collaboration and perceptions of 
innovation on financial outcomes are measured. 

The interviews with CMOs have clearly established 
that growth is a “team sport” and that marketing shares 
both budget and responsibility for growth with busi-
ness units and key stakeholders in sales, product, IT 
and finance. While the CMO acting alone cannot fully 
impact all of the 18 strategic drivers of value identified in 
the analysis, the CMO is uniquely qualified and chartered 
to lead the conversation on growth. The fully empow-
ered CMO should have primary and direct responsibility 
for three big value drivers—stewardship of the brand, the 
voice of the customer and the effectiveness of market-
ing investment. And the CMO is the only member of the 
executive leadership team to have a primary role in digi-
tal transformation, the innovation agenda and managing 
a go-to-market process that spans many silos.

 Michelle Bottomley, CMO of Staples, captures 
the role of the CMO in creating value best when she 
describes the reasons a CMO creates value. “In my view, I 
was 70% to 80% effective as a marketer. There are four reasons 
I am effective: 1) I focus on incremental revenues as a metric to 
be accountable for growth, 2) I am the steward of brand health, 
3) I drive an advanced digital agenda over time (roadmap, mul-
tiyear budget), and 4) I’ve shifted my organization to take a 
customer-centric (outside-in) view. All of these took time and 
were painful. But they are the keys to creating value.”

The six roles a CMO needs to be empowered and 
resourced to take in order to maximize value are out-
lined below.

1. brand steward
Emerging global and financial standards for valuing the 
economic contribution of brand demonstrate that brand 
equity contributes on average 19% of enterprise value 
in consumer businesses, and 10% of value in business to 
business organizations. Karen Walker, CMO of Cisco, sug-
gests that the impact of brand on shareholder value is 
even higher, at 30%.13 Meanwhile, consumer brands Kraft 
Heinz and MillerCoors both valued their brands at over 
50% of their total market capitalization and have adjusted 
their financial reporting to reflect the growing importance 
of these intangible assets on the balance sheet.37

This places a premium on the role of the CMO as 
brand steward and makes it critically important to quan-
tify the value of the brand, understand the marketing and 
non-marketing factors that impact its value, and sustain 
strategic investment to protect and grow the brand asset.

2. Voice of the customer
The academic research profiled in this report has iden-
tified a causal relationship between investments in 
customer satisfaction, customer experience and relation-
ships and enterprise value at legacy businesses. Digital 
innovators—including Airbnb and Waze—have dem-
onstrated the potential to create billions of dollars of 
value in a matter of years by developing digitally enabled 
customer networks. And ultimately, rapidly changing 
customer preferences are putting enormous pressure on 
every business to incorporate social, mobile and digital 

 

the six roles the CmO plays in Creating Enterprise value

Brand steward voice of the 
Customer

Cross-Functional 
Orchestrator

portfolio  
manager

director of the 
digital roadmap

innovation 
megaphone

These actions are outlined below.

1. SIX ROLES CMOs MUST PLAY WITHIN AN  

ORGANIZATION TO MAXIMIZE VALUE CREATION
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technologies into their business model to remain com-
petitive and avoid disruption. Sixty percent of executives 
feel they are unable to meet the needs of their top cus-
tomers in the digital age.11

For example, according to Shawn Sullivan, CMO of 
the Boston Celtics, “our biggest growth challenge is optimiz-
ing yield—or price—by better understanding and targeting our 
customers and their needs. We can sell out every game. But at 
what price? Marketing performance measures—in the form of 
analytics that help us target the right person, in the right place, 
in real time—are critical drivers of profits and growth. I have a 
team of strategic analysts helping me understand where they are, 
and what value we can deliver to maximize yield. We strive for 
perfect results. But once we think we’ve figured out the winning 
formula, the market moves. The younger clients we seek have 
migrated from Facebook to Instagram to Snapchat.”

This makes it imperative for the CMO to represent 
the voice of the customer to executive leadership and the 
board. Properly resourced and empowered, the CMO is 
in the best position to establish listening posts and ana-
lytic systems to rapidly collect, disseminate and interpret 
changes in customer and competitive behavior that can 
impact growth and put equity value at risk. According 
to Kimberly Whitler of the University of Virginia, 
“Marketers are uniquely trained to understand customers, com-
petitors and the external environment. Boards need to translate 
this insight into the initiatives that drive enterprise value—
demand, growth, innovation, customer experience and loyalty.”

3. cross-Functional orchestrator
The interviews with CMOs in this analysis have made it 
clear that growth is a “team sport” and that cross-func-
tional collaboration, decision making and consensus on 
collective goals are essential to efficient growth. And the 
academic research compiled in this analysis has identified 
a causal relationship between organizational competence 
in analytics, marketing, information sharing and agility 
and enterprise value.

This creates the opportunity for the CMO to facil-
itate the information sharing, cross-functional processes 
and collaborative growth planning that are fundamental 
to growth.

The CMO is the only member of the executive lead-
ership team with a “front-row seat” at all of the major 
initiatives aimed at improving business agility, speed to 
market, customer-centricity and intelligence sharing. 
And since the majority of growth budgets are being 
shared with or directed by business units and key stake-
holders in sales, product, IT and finance, it’s essential to 
have an orchestrator to define a marketing accountability 
framework that establishes the collective growth goals of 
the company and prioritizes strategic investments across 
silos to achieve them.

4. Portfolio Manager
Historically, go-to-market innovators like Dell, GEICO 
and Schwab built multibillion-dollar enterprises based on 
their ability to market more effectively and generate sig-
nificantly more growth for a dollar of investment than 
their competition. In the case of Dell, it was almost twice 
the revenue per dollar invested. 

Superior marketing performance is a valuable capa-
bility, as evidenced by the fact that capital markets 
increasingly value organic growth and marketing per-
formance—see the stock valuations of high-growth 
businesses like Salesforce.com and HubSpot and com-
mercial research by BCG.21

This growth premium, combined with the expand-
ing variety of the marketing investments in the growth 
formula, has put a premium on the CMO’s role as a port-
folio manager trying to find the right mix of investments 
to balance short-term growth imperatives with long-
term value creation.

As the modern marketing investment mix has 
evolved to a complex portfolio of 20 investments ranging 
from media to brand asset development and technol-
ogy infrastructure—each with a unique goal, time frame, 
investment and payoff formula—it creates significant 
opportunity for marketers to create value. If the aver-
age organization generates $9 of marketing-generated or 
marketing-influenced revenue for every dollar of mar-
keting investment, then a CMO who can optimize the 
growth formula to generate $12 in top-line growth per 
dollar invested is creating significant value.

5. Director of the Digital roadmap
The capital markets are increasingly rewarding digital 
growth investments from legacy businesses like Walmart 
and Home Depot, as the majority of new growth in most 
industries will come from digital platforms and “direct 
to customer” channels. And disruptive digital business 
models are being successfully implemented across indus-
tries as diverse as recycling, investment banking, flooring, 
mattresses and mortgages. Almost every CEO is worried 
about losing customers to digital competition. Seventy-
one percent of executives view understanding the impact 
digital technology will have on their customer’s behav-
ior and preferences as their top digital transformation 
challenge.11 As a result, virtually every player in a given 
industry is now experimenting with digital platforms to 
find ways to enhance, intermediate, disintermediate or 
completely disrupt the industry value chain.
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This makes it imperative for the CMO to have direct 
input into the long-term digital roadmap. It takes a three- 
to five-year roadmap to build a technology infrastructure 
to deliver the level of personalization and friction-free 
transactions required to meet customer expectations. 
Five-year customer technology roadmaps are becoming 
standard management practice in any business that wants 
to engage its customers effectively, according to Mike 
Marcellin, CMO of Juniper Networks. “As digital tech-
nology has become a more significant part of driving growth at 
every stage of the customer journey, organizations need to give 
marketing more ownership over the digital roadmap. CMOs 
need the leeway to work with IT to delineate a multiyear invest-
ment plan for marketing technology that operates on a different 
ROI formula and time frame—one that is separate but related 
to the tactical media investment portfolio they must optimize 
in the short term. Given the growing importance of owned 
and earned digital channels in the marketing mix, businesses 
that lack robust owned marketing assets—an e-commerce, web 
marketing, customer database and marketing technology infra-
structure—will fall behind in terms of cost of acquisition and 
marketing effectiveness over time.”

6. innovation Megaphone
Ninety-seven percent of CEOs are pursuing digital 
transformation and innovation investments to boost share 
price.11 CEOs care about digital innovation because, 
without it, it will be very difficult to achieve their growth 
goals. In fact, IDC forecasts that half of the Global 2000 
will see the majority of their business depend on their 

ability to create digitally enhanced products, services and 
experiences by the end of the decade.10

Academic research has demonstrated that cus-
tomer perceptions of innovativeness has a direct positive 
effect on financial position and firm value. According to 
Empirical Generalizations about Marketing Impact, by the 
Marketing Science Institute, the short- and long-term 
effects of innovation on stock market value is significantly 
positive and greater for radical than for incremental inno-
vations. The positive effects of firm innovativeness on 
market and financial position are stronger for larger orga-
nizations, firms that invest more in advertising, firms in 
the high-tech industries and radical innovations.

This makes it critical for the CMO to be part of 
the innovation agenda and make the most of institu-
tional investments in innovation by promoting them 
and building awareness and momentum with custom-
ers. “The perception of innovation is a powerful driver of share 
price,” according to Edgar Baum, chief brand economist 
at Strata Insights. “The reason Google recently rebranded its 
parent company as Alphabet was to emphasize its role as an 
innovation company. The goal of creating the Alphabet umbrella 
brand was to uncover underexposed projects in driverless cars, 
drones, health and wearables and convey that there is a signifi-
cant amount of innovation outside of the core brand promise of 
relevant, available information.” 

Based on the findings in this initial analysis of 
marketing accountability issues and opportu-
nities, we established a foundation of knowl-
edge to help organizations generate more 

value from their major marketing and marketing-influ-
enced investments. While this analysis raises big ques-
tions and opportunities that require deeper validation 

and research, it also identifies immediate opportunities 
for organizations to take action and improve. Specifically, 
the findings of this initial study suggest that organiza-
tions that want to drive more short- and long-term 
value from their marketing strategies, investments and 
actions should consider taking five immediate steps (see 
exhibit on following page).

2. FIVE ACTIONS EVERY  

ORGANIZATION SHOULD TAKE TO  

BETTER UNDERSTAND, MEASURE,  

STEWARD AND ENHANCE FIRM VALUE
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Five Actions Every Organization should take today to Create more value

 Action impact

Establishing an organizational competence in marketing 
accountability can improve return on working media 
investment and the business outcomes created by 
marketing overall by more than 5% in the short term.4

Establishing an economic value of the brand and 
a common understanding of the top five drivers of 
brand value will allow leadership to focus resources, 
measurements, talent and incentives on activities that 
create enterprise value.

Aligning the role, responsibilities and resources given 
to the CMO with strategies that will create value is an 
untapped opportunity, because the CMO job description 
and mandate have not kept up with the growing 
complexity and composition of the marketing job at the 
majority of organizations. Failure to close this disconnect 
is creating significant inefficiencies, waste and spending.

Understanding the true impact of “non-working” media 
and reallocating resources to the marketing investments 
and actions that are generating the most profit growth 
and value is an untapped opportunity in a market where 
procurement practices have minimized their scope and 
role, and key investments in content and performance 
measurement lack management attention, measurement 
and ownership.

The study identified the lack of common measures  
of marketing accountability as a major impediment 
to sales and firm growth. Establishing a broad 
understanding and consensus measures of the 
contribution of marketing to enterprise value will  
help companies get higher returns on their large 
investments in marketing, technology, innovation 
and growth and avoid potential disruption from more 
effective marketers and digital innovators.

1. benchmark your performance measurement 
competency. Assess your organizational maturity 
against the 12 marketing accountability practices of 
high-performing marketers to identify key gaps and 
low-hanging fruit opportunities to improve both the 
performance and financial outcomes generated by 
marketing actions and investment.

2. Quantify the contribution of brand to enterprise 
value. Conduct a brand economic analysis to quantify 
the value of your brand and understand the top five  
(of 18) drivers of value creation unique to your 
organization’s positioning, capabilities and growth 
strategy in the market.

3. align the role of the cMo with value creation. 
Align the role of the CMO with the six drivers of value 
creation to ensure the CMO is enabled, resourced and 
incentivized to take on the full scope of activities to 
improve marketing performance in the short term  
and execute the strategies that have the greatest 
potential to grow enterprise value.

4. invest in high-return “non-working” marketing 
media. The research shows underinvestment in non-
working media—including content, targeting, and the 
management and measurement of paid, earned and 
owned media investments—because they represent  
the most productive but poorly managed and  
resourced marketing investments in the modern 
marketing investment portfolio.

5. establish a consensus scorecard for success. 
Marketing leadership needs to work with CFOs and 
analytics to establish a “balanced scorecard” that 
attempts to tie all marketing actions and investment  
to enterprise value as much as possible. Given the  
large contribution of marketing to enterprise value,  
it is critical for executive leadership to arrive at a 
common understanding of the top ways marketing 
creates enterprise value and a language, measures  
and collective goals that allow business units to  
partner with CMOs to execute a value-based  
marketing agenda.
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To help marketers assess organizational alignment, 
readiness and maturity of their functional and 
organizational maturity, we are reaching out to 
our council to develop a collective benchmark 

assessment that provides an externally validated baseline 
of how well your marketing organization is aligned with 
growth strategy, structured to succeed, and whether it’s 
mature enough to effectively measure and optimize per-
formance. This was identified as an urgent priority by 
the Forbes Marketing Executive Advisory Council and 
experts for several reasons:

•	 	There	is	a	significant	credibility	and	alignment	
gap between CEO goals and marketers’ capability 
and role

•	 	The	CMO	job	description	is	not	keeping	up	with	
the growing complexity, composition and scope 
of the role

•	 	Most	marketers	are	concerned	they	lack	the	basic	
organizational capabilities, collaboration and com-
petencies in place to measure, report and optimize 
marketing performance properly

•	 	The	lack	of	a	commonly	understood	and	readily	
available maturity model was identified as a major 
concern by both marketers and academics

•	 	Marketers	want	to	focus	on	the	most	critical	and	
impactful areas first

“Having a step-by-step maturity model is impor-
tant because of the size, importance and ambiguity of the 
task,” according to Peter Horst of CMO Inc. 

To help marketers benchmark and assess their orga-
nizational alignment and readiness to develop better 
marketing performance measurement processes, systems, 
incentives and competencies, our team worked with the 
Marketing Accountability Standards Board (MASB) to 
develop a Marketing Accountability Maturity Model.

The model outlines 12 marketing accountability 
best practices and the common steps high-performing 
marketers are taking to leverage the data, systems and 
marketing-services partner relationships they have to 
evolve their marketing performance measurement sys-
tems to a best-in-class model and improve marketing 
accountability. The goal of the marketing accountability 
maturity model is to help organizations:

•	  Understand what good marketing performance 
measurement “looks like”

•	  Benchmark where they stand today in terms of the 
organizational competencies they will need to suc-
ceed in the future

•	  And identify common-sense actions that will 
allow them to quickly, affordably and profit-
ably manage the change management process and 
begin to extract value, insights and performance 
improvement from their investments in marketing 
performance measurement infrastructure

For a decade, the marketing Accountability standards Board (MASB) has been working 

with leading academics and a dozen top marketing organizations to establish a more com-

prehensive and externally validated benchmark maturity model that can help marketing and 

finance leaders benchmark the marketing accountability capabilities outlined on the following 

page more comprehensively. Forbes is partnering with MASB to offer this benchmark to the 

broader marketing community as part of our workstreams for the Marketing Accountability 

Initiative Workstreams. CMOs who are interesting in benchmarking their organization’s mea-

surement and accountability competencies can contact Stephen Diorio or Frank Findley and 

arrange for a guided benchmark assessment.

3. BENCHMARK THE MARKETING PERFORMANCE 

MEASUREMENT MATURITY OF YOUR ORGANIZATION
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The Marketing Accountability maturity model is summarized below. 

 

thE FOrBEs mArKEting ACCOuntABility mAturity mOdEl

Cross- 
Functional  
Organizational  
structures

measurement  
skills and  
Competencies 

Functional  
and role  
Alignment  
 

Common  
Funding  
processes 

Common  
planning  
processes 
 

information 
sharing  
processes 

A Common  
Economic  
purpose  
for marketing 

Collective  
growth  
rewards and  
incentives

Common  
Enterprise  
measures  
and Kpis 
 

Common  
Customer id  
and profiles 
 

planning,  
Attribution and  
Forecasting  
models 

Broad data  
sources and  
degrees of  
integration

Growth is a “team sport” 
that requires high degrees of 
collaboration across business  
units and functions

Marketing accountability requires 
superior “below the line” skills in 
analytics, modeling and financial 
integration

Marketing must be functionally 
aligned with the growth strategy 
and enabled, partnered and 
resourced to achieve company 
growth goals

Centralized funding of short-
term, long-term and strategic 
marketing investment maximizes 
ROMI and facilitates trade-offs

Common planning processes 
that are data-driven, frequently 
updated and forecastable  
improve financial outcomes 

Documenting, sharing and 
leveraging information and 
learnings across the organization 
directly impacts enterprise value

Leadership must agree upon 
the economic purpose and 
contribution of marketing 
investments and actions to  
grow enterprise value

Executive stakeholders must 
share growth incentives to 
foster collaboration and achieve 
collective growth outcomes

Company growth performance 
requires connecting the dots 
across many data sources to fuel 
reliable and externally validated 
measures of the financial impact 
of marketing investments

Customer profiles are the 
foundation of marketing mix  
and attribution models that  
span investments, channels and 
stages of the customer journey

Measurement models must 
incorporate a wide range of 
detailed performance data to 
support strategic CMO decision 
making and investment trade-offs

The more internal and external 
data sources integrated into 
marketing planning models, 
the more robust performance 
measurement models become

Marketing functions and partners 
are mostly isolated from other 
functions 

Independent silos of 
experimentation and expertise 
across marketing and other 
functions

Marketing’s role, resources and  
job responsibilities are well  
aligned with its expected 
contribution to the company 
growth strategy

Fragmented funding sources  
with the majority of funding 
decisions made in a decentralized 
fashion

Planning is not connected to 
financial outcomes and mostly 
based on historical data and 
updated on an infrequent  
(annual or quarterly) basis

Marketing insights and learnings 
are not documented, shared 
or readily available across the 
organization

Marketing measures return on 
marketing investments based on 
marketing contribution and front  
of the funnel metrics 

Marketing functions, resources 
and partners mostly operating 
on a common set of growth 
performance goals and metrics

Data on marketing performance 
resides in many tactical and 
campaign silos, and company 
marketing performance  
measures are not well defined, 
valid or reliable

Cookie-based identifiers  
aggregate some online  
sources of marketing  
performance and attribution  
data

Marketing resource allocation 
and planning are supported 
by historical data, single-touch 
attribution and measures of 
individual media performance

Little or no first-party data  
from digital marketing, CRM  
and web analytics is incorporated 
into measurement models

Higher degrees of integration 
between marketing and finance 
and sales exist 

Establish centers of excellence in 
marketing data integration and 
interpretation 

Marketing is partnering  
effectively with the finance and 
analytics functions to fulfill its 
expected contribution to the 
company growth strategy

A significant portion of major 
marketing investments are made 
in a centralized planning and 
funding process

Planning is partially connected to 
financial outcomes and based on 
data-driven inputs and updated 
on a regular (monthly) basis 

Marketing insights and learnings 
are documented but not broadly 
shared or applied across the 
organization

Finance and the organization 
agrees on common financial 
measures of return on marketing 
investments (ROMI) 

Marketing, finance and sales 
operate on a common set of 
growth performance goals and 
financial impact measures

Company growth performance 
reporting connects marketing 
data from some sources to 
support measures (KPIs) that  
are valid and reliable 

Unified customer identifiers 
aggregate some online and  
some offline sources of  
marketing performance data 

Marketing resource allocation  
and planning are supported 
by multi-touch attribution and 
market mix models that include 
many media elements

First-party data from digital 
marketing, CRM and web 
analytics systems is incorporated 
into measurement models

Higher degrees of integration 
between marketing and finance 
and sales exist 

Establish centers of excellence 
in marketing data integration 
and interpretation 

Marketing is partnering 
effectively with the finance and 
analytics functions to fulfill its 
expected contribution to the 
company growth strategy

A significant portion of major 
marketing investments are 
made in a centralized planning 
and funding process

Planning is partially connected 
to financial outcomes and 
based on data-driven inputs 
and updated on a regular 
(monthly) basis

Marketing insights and learnings 
are documented but not broadly 
shared or applied across the 
organization

Finance and the organization 
agrees on common financial 
measures of return on marketing 
investments (ROMI) 

Marketing, finance and sales 
operate on a common set of 
growth performance goals and 
financial impact measures

Company growth performance 
reporting connects marketing 
data from some sources to 
support measures (KPIs) that 
are valid and reliable 

Unified customer identifiers 
aggregate some online and 
some offline sources of 
marketing performance data 

Marketing resource allocation 
and planning are supported 
by multi-touch attribution and 
market mix models that include 
many media elements

First-party data from digital 
marketing, CRM and  
web analytics systems is  
incorporated into  
measurement models
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We are formalizing a council of leading mar-
keting executives to provide direction, input 
and approval of externally validated and prac-
titioner-endorsed standards for measuring, 

communicating and optimizing the contribution of market-
ing investment to enterprise value. Over the last six months, 
we have worked with this council of CMOs to identify the 
critical roadblocks to marketing accountability and begin 
the process of developing a fact base of performance bench-
marks, best practices, research, frameworks and performance 
standards to quantify the value of marketing investment and 
activity to the board. Going forward our work will include:

•	  Validating our initial framework for measuring the 
contribution of marketing to enterprise value to provide 
the foundation of a simple and externally validated basis 
for evaluating marketing performance across the company

•	  Defining, directing and approving our future research and 
project teams to eliminate the roadblocks to marketing 
accountability

•	  Validating and enriching our maturity model with 
benchmarks and data to help organizations assess their 
readiness and direct their ongoing process improvement 
programs

•	  Deeper research on how leading marketers are leveraging 
analytics, attribution data and dashboards from across the 
organization

•	  Support articles, speeches, panels and publications to 
provide demonstrable affirmation to all audiences, internal 
and external, that marketing accountability is a core value 
for both the short and the long term

thomas white 
CmO,  
tiAA institutional 
services

shawn sullivan  
CmO,  
Boston Celtics

Julie roehm 
CmO,  
Abra Automotive

paul nobile 
CmO,  
willis towers watson

Elissa Fink  
CmO,  
tableau

david Edelman  
CmO,  
Aetna

rishi dave  
CmO,  
dun & Bradstreet

Alan gellman  
CmO,  
Credible

Evan greene  
CmO,  
the recording  
Academy

Kevin hamilton  
svp of marketing, 
Benefitfocus

michael griffiths 
vp marketing,  
pitney Bowes  
Ecommerce

Chris hummel  
CmO,  
united rentals

tony ialeggio  
CmO,  
the Common Fund

denise Karkos  
CmO,  
td Ameritrade

mike marcellin 
CmO,  
Juniper networks

mark mcKenna  
CmO,  
putnam Funds

peter Bingaman 
CmO north America, 
mercer

John Chandler  
CmO, mass mutual 
(former)

dana Anderson 
CmO,  
medialink

michelle Bottomley 
CmO,  
staples

4. JOIN THE FORBES MARKETING EXECUTIVE ADVISORY COUNCIL
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5. JOIN US ON THE JOURNEY OF MARKETING PERFORMANCE 

IMPROVEMENT AS A MEMBER OF THE FORBES MARKETING 

ACCOUNTABILITY INITIATIVE

To help CMOs and the marketing industry to 
overcome the roadblocks to growth and account-
ability identified in this research, the Forbes CMO 
practice has joined forces with the Marketing 

Accountability Standards Board (MASB) to form the 
Forbes Marketing Accountability Initiative. Our members 
include marketing, finance and analytics executives from 
Global 5000 organizations as well as academics, experts 
and representatives from commercial, industry and inter-
national standards-setting organizations. Through direct 
engagement in continuous improvement programs and 
proprietary research project teams, we work with our 
members to develop externally validated best practices, 
standards, benchmarks and tools to help measure and 
manage the contribution of marketing investments and 
strategies to enterprise value. Starting immediately, the 
Forbes Marketing Accountability Initiative Powered by 
MASB will be:

1.  Hosting councils and forums for practitioners, subject 
matter experts and industry organizations to share our 
research findings and establish priorities, key issues 
and a research agenda, including panels and work-
shops for members at Forbes CMO Summits and 
quarterly meetings of the Marketing Accountability 
Standards Board membership.

2.  Sponsoring the development of marketing account-
ability best practices by establishing practitioner-
defined, academically accredited and peer-reviewed 
best practices, benchmarks and academic research on 
core measurement and accountability issues facing 
marketers. High-priority research initiatives include:
•	  Helping marketers assess the organizational 

readiness, alignment and effectiveness of their 
CMO function and organizational measurement 
capabilities

•	  Establishing a center of excellence in marketing 
accountability by aggregating, verifying, validat-
ing and documenting proven practices, metrics and 
tools for evolving marketing performance mea-
surement and the speed and breadth of marketing 
mix models, and improving multi-touch revenue 
attribution

•	  Conducting original research to address the most 
critical questions and issues facing marketers and 
the industry overall

•	  Providing proprietary access to data and insights 
from peer organizations, academics, media and mea-
surement organizations within our membership to 
better understand the key drivers of value and sup-
port the biggest strategic investment and trade-off 
decisions with facts and data-driven insights

3.  Enlist the insights of leading practitioners, academics, 
experts and industry leaders into our membership to 
identify and agree on common and practical measures, 
standards and solutions to the biggest measurement 
issues facing marketers. Working in interdisciplinary 
teams, our organization will identify, verify and share 
common-sense and systemic ways to improve mar-
keting performance and growth, including:
•	  Establishing global and universally endorsed stan-

dards for quantifying the financial value of a brand 
and defining the underlying drivers and invest-
ments that protect and grow brand equity

•	  Developing a proven and externally validated 
MASB framework for growing organizational 
competency and capability essential to achieving 
marketing accountability, including measures, orga-
nizational structures, processes and skills

•	  Developing executive education, professional 
development and certification programs to help 
marketing, finance and analytics leaders work 
together to develop better marketing performance 
measurement processes, systems, incentives and 
competencies  

CmOs who are interested in joining 

 our membership can contact our team 

 at the Forbes CmO practice at 

 www.cmo-practice.forbes.com  

or call us at 203.912.8172.

http://www.cmo-practice.forbes.com
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six ways marketing strategy drives Enterprise value

the six roles the CmO plays in Creating Enterprise value

Brand steward voice of the 
Customer

Cross-Functional 
Orchestrator

portfolio  
manager

director of the 
digital roadmap

innovation 
megaphone

the Financial Contribution of marketing to Enterprise value

Brand value Customer Equity Organizational 
Competence

marketing 
Effectiveness

digital growth 
platforms innovation

six Questions Every CEO needs to Ask About growth

1   What is the 
contribution  
of brand  
to current  
and future  
enterprise  
value?

2   Are we doing 
enough to 
leverage,  
protect and  
expand the  
value of our 
customer 
relationships?

3   How  
ready is our  
organization  
to support  
growth?

4   Are we  
getting more 
than $9 of  
top-line growth 
for every dollar  
we allocate  
to marketing 
investments 
and activities?

5   How  
aggressively  
should we 
reallocate 
resources  
to digital 
channels to 
keep up with 
customers, 
competition 
and the cost  
of acquisition?

6   How  
important  
is innovation  
to growth  
in our 
industry and 
competitive 
set?
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MeTHoDoloGY

To develop a complete picture of the most recent market-
ing accountability trends, performance levels, management 
practices and technology solutions, the Forbes CMO 
Practice undertook four parallel sets of original primary 
research in the first half of 2017. These included:

1. Quantitative research from a series of surveys 
with senior-level marketing executives to identify crit-
ical issues, trends, benchmarks and best practices for 
measuring and managing marketing performance at 
the executive and board level. The quantitative research 
includes a survey of 300 global marketing executives 
in May 2017, and an in-depth follow-on survey of 500 
global marketing executives in July of 2017.

2. Qualitative interviews with 50 members of the 
Forbes Marketing Executive Advisory Council as well as 
interviews with over 50 subject matter experts from aca-
demic, marketing measurement, go-to-market strategy 
and corporate governance fields.

3. Secondary research from academic and com-
mercial sources supports these findings, validating the 
marketing best practices, success stories, benchmarks and 
recommendations in this report as well as the technology 
solution analysis. The appendix documents all research 
sources. 
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Marketing executive advisory council
•	 Dana Anderson, CMO, MediaLink
•	 	Raja Banerji, Global Head of Strategic Marketing, 

Tata Consultancy Services
•	 Peter Bingaman, CMO North America, Mercer 
•	 Michelle Bottomley, CMO, Staples
•	 John Chandler, CMO, Mass Mutual (former)
•	 Rishi Dave, CMO, Dun & Bradstreet
•	 David Edelman, CMO, Aetna
•	 Elissa Fink, CMO, Tableau
•	 Alan Gellman, CMO, Credible
•	 Evan Greene, CMO, The Recording Academy
•	 	Michael Griffiths, VP Marketing,  
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•	 Kevin Hamilton, SVP of Marketing, Benefitfocus
•	 Chris Hummel, CMO, United Rentals
•	 Tony Ialeggio, CMO, The Common Fund
•	 Denise Karkos, CMO, TD Ameritrade
•	 	Shannon LaPierre, VP Communications,  

Stanley Black & Decker
•	 Andrew Lippman, VP Global Marketing, Lutron
•	 Mike Marcellin, CMO, Juniper Networks
•	 David Master, CMO, Janus Funds
•	 Mark McKenna, CMO, Putnam Funds

•	 Paul Nobile, CMO, Willis Towers Watson
•	 Julie Roehm, CMO, Abra Automotive
•	 Chrisie Scott, CMO, Hackensack Meridian 
•	 Shawn Sullivan, CMO, Boston Celtics
•	 Thomas White, CMO, TIAA Institutional Services

steering committee
•	 	Carter Burgess, Managing Director Board Practice, 

RSR Partners
•	 Peter Horst, Founder, CMO Inc
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Standards Board
•	  Amy Radin, Board Member,  

Association of International CPAs (AICPA)
•	 Connie Weaver, CMO and EVP, TIAA-CREF
•	  Kimberly Whitler, Professor Marketing,  

UVA Darden School of Business

subject Matter experts
•	 Susan Avarde, Board, Brand Foundry Ventures
•	 	Edgar Baum, Chief Brand Economist,  

Strata Insights
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•	 Brad Berens, Ph.D., Center for the Digital Future
•	 James Daniels, CEO, High Ridge Brands
•	 Jennifer Fassman, Global Media, COTY
•	 Frank Findley, Executive Director, MASB
•	 	Julie Fleischer, VP Product Marketing,  
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•	 	Mike Hanssens, Distinguished Professor of 
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•	 Lori Marcus, CMO, Peloton Cycle (former)
•	 Brad McClane, Managing Director, RSR Partners
•	 	Jim Meier, Senior Director Marketing Finance, 

MillerCoors
•	 Wes Nichols, Board Member, UpFront Ventures
•	 	Neil O’Keefe, SVP Marketing, The Data & 

Marketing Association (DMA)
•	  Purush Papatla, Ph.D., Professor of Marketing, 

University of Wisconsin Milwaukee
•	 Bill Sheldon, Partner, MarketBridge
•	 Heather Smiley, Digital Media, MassMutual
•	 Rob Stagno, Profitable Channels
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