
Just like in the mortgage industry, we’ve 
seen a dramatic transformation in marketing 
over the past 10-12 years, and perhaps none 

has impacted the discipline more profoundly than 
the changes in recent years. What has changed ex-
actly? Buyers are now in control of when and how 
they access information during the purchase pro-
cess. At the same time, marketers are constrained 
by tight budgets while charged with longer to-do 
lists, including the need to interact with prospects 
and customers across a dizzying array of chan-
nels. And at the end of the day, marketers are 
more accountable than ever for revenue.

All of this adds up to numerous challenges – 
and new opportunities, according to an eBook 
that I recently read called “Going from Good to 
Great Marketing” by a company called Marketo. 
However, hope is not lost. The eBook stresses that 
with the right attitude and approach in this new 
world, marketers can make the leap from aver-
age to high performing. In particular, this eBook 
outlines the trends impacting today’s marketers, 
explains what separates the most effective mar-
keters from the rest of the pack, and introduces a 
new ecosystem that all marketers can tap into on 
their journey from good to great.

So, let’s start at the beginning, without a doubt, 
today’s buyers are in control. Based on significant 
research, Forrester has found that buyers seek 
out 3 pieces of content about a vendor for every 
1 piece sent by a marketer, and for every 1 piece 
sent from sales. They also engage with potential 
solution providers through 3-5 different channels. 
As a result, it’s incumbent upon marketers to de-
liver relevant content in the channels where buy-
ers spend time. Without a doubt, this dramatically 
complicates the job of marketers.

Further complicating matters is the fact that 
marketing resources are tighter than ever. In its 
latest annual survey into marketing budgets, For-
rester found that the average marketing budget 
for B2B marketers is about 2% of revenue. This 
is compared to 7-8% in 2005. While budgets are 

finally starting to rise, they’re doing so slowly. 
As a consequence, headcount remains stagnant, 
burdening the same number of people to handle 
a growing number of activities. The challenge 
becomes finding new ways to navigate this new 
landscape with a reduced team and lack of budget.

Additionally, marketers are increasingly being 

asked to show results for their lead generation and 
nurturing efforts. As a result, 22% of budgets, on 
average, are now allocated to demand manage-
ment, illustrating that marketers are understand-
ably feeling this pressure. Forrester refers to this 
as Lead-to-Revenue Management, where mar-
keters understandably feel more accountable for 
revenue performance. While revenue has always 
been a top-of-mind issue for marketing execu-
tives, they largely haven’t had the means to mea-
sure marketing’s impact on revenues and in turn 
make incremental changes to improve results. 
Now they do.

So, buyers are in control, budgets are tighter, 
marketing is working with fewer resources, and 
marketers are under pressure to impact the top 
line. All of these changes have led to a transfor-
mation of the marketing, sales and buying funnel. 
In the past, marketing used to focus on activities 
at the top of the funnel, driving awareness and 
interest until sales took over. Now marketers have 
more responsibilities and impact further along in 
the funnel, because buyers aren’t ready to talk to 
sales so early in the process.

What does this really mean? It means mar-
keters are faced with the opportunity to achieve 
greater results because they have more control 
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and influence over the marketing funnel. This is a 
tremendous change from marketing being defined as 
a cost center, and with numerous advances in mar-
keting technology, you can be more efficient and tie 
efforts to revenue. But it’s not about doing market-
ing the same way as it’s always been done. It’s about 
changing the approach and view of the marketing 
job, customers, colleagues, and peers. Ultimately, 
it’s about marketers being a fundamental driving 
force in their organizations. It is about going from 
being just “good” to being “great.”

So, that’s the basic landscape that we’re all deal-
ing with, but what does it look like to go from good 
to great? Fortunately, marketers can follow in the 
footsteps of those who have already made the shift. 
In a May 2012 survey of 400 companies, Marketo 
found that those companies who are the farthest 
along the marketing maturity curve are achieving 
tremendous results on their revenue plans. Spe-
cifically, organizations that still rely on traditional 
marketing methods see marketing contribute about 
18% to revenues. While this is respectable, it pales 
in comparison with companies that have embraced 
Revenue Performance Management. 

According to Forrester, the companies that have 
successfully made the shift to align with the new 
buying funnel have organized their go-to-market 
and lead-to-revenue processes around buyers. Com-
panies must develop buyer personas and learn about 
buyer behaviors as they become aware, discover, 
evaluate, purchase, and deploy products and ser-
vices. With this insight, marketers are able to answer 
buyers’ questions to shepherd them through each 
stage of the buying process.

While these successes are inspiring, there’s no 
doubt that this transformation is challenging – espe-
cially since marketers need to undergo it in times of 
great stress. Even those that have made the transfor-
mation and are meeting or exceeding ROI expecta-
tions, 80% feel they can do even better. But they are 
finding it difficult because of pressure to go faster.

As a modern marketer, you will need to:
• Be accountable for revenue
• Adopt a buyer-centric mind-set
• Build new, repeatable processes around lead 

nurturing
• Hire for or creating new roles and skills
•  Measure against new metrics
• Collaborate at new levels with sales

• Automate processes
But when it comes to transformation, marketing 

must address two aspects of change: leading change 
and managing change. Forrester outlines factors to 
take into consideration when leading change:

1. Establish a sense of urgency
2. Create a guiding coalition and encourage 

buy-in by engaging executive support
3. Develop and communicate a change vision
4. Empower broad-based action by removing 

barriers and giving employees the freedom to 
address new challenges

5. Generate short-term wins that fuel willing-
ness and desire to change

6. Consolidate and continue
7. Institutionalize new approaches
In terms of managing change, marketing must ad-

dress its people, its processes, and other people. The 
new focus for everyone on the marketing team is the 
buyer’s journey and how to contribute to revenue. 
To create a new mind-set, you need to not only re-
ward your teams for success on traditional metrics, 
such as number of click-throughs or trade show 
leads, but you also need to reinforce new goals, such 
as marketing’s contribution to pipeline.

Marketers also need new analytical skills so they 
can use data and analytics to make more informed 
decisions for continual improvement. Achieving 
this goal may mean bringing new people on board or 
developing your current team’s skills.

As the buyer’s journey continues to evolve, you 
need to create a significant new role around content. 
Content managers and directors are needed to de-
velop engaging content that moves buyers through 
the purchase process.

As marketers engage with prospects further along 
the funnel, they must nurture them until they’re 
ready to talk to sales. Lead nurturing needs to be im-
plemented as part of lead-to-revenue management.

At the same time, you must move beyond measur-
ing volume to measuring the velocity and value of 
the pipeline. As part of that, you have to look beyond 
lead acquisition and conversion to measure progress 
at all relevant phases. To reach today’s buyers, mar-
keters need to launch new marketing programs and 
may need to engage differently with the product 
management and sales teams during the process. So, 
use these tips, transform your marketing strategy 
and close more deals. ❖
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s You must move beyond measuring volume to measuring the 
velocity and value of the pipeline. As part of that, you have 

to look beyond lead acquisition.


