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RESUMO 

Um levantamento de 320 executivos de marketing feito pelo Conselho CMO e divulgado 

em junho de 2004 indicou que poucas companhias de alta tecnologia (menos de 20% 

das empresas entrevistadas) têm desenvolvido medidas e métricas úteis e expressivas 

para as suas organizações de marketing. Porém a pesquisa também revelou que 

companhias que estabeleceram medidas formais e compreensivas atingiram resultados 

financeiros superiores e tiveram mais confiança do CEO na função de marketing. 

Esta dissertação provê uma visão geral da informação precisa para executivos de 

marketing entenderem e implementarem processos para medição de performance de 

marketing (MPM) em suas organizações. Ela levanta questões para gerentes de 

marketing na industria de alta tecnologia com respeito às demandas para maior 

responsabilidade final, valor de medição para o melhoramento dos processos de 

marketing, iniciativas para determinar a lucratividade dos investimentos em marketing, e 

a importância das atividades de marketing nos relatórios corporativos. Esta dissertação 

defende a implementação de MPM, mapeando seus benefícios de medição para ambos 

gerentes de marketing e as suas empresas. 

o trabalho logo explora alguns conceitos gerais de medição de marketing e investiga 

algumas abordagens a MPM propostas pela industria, pela comunidade acadêmica, e 

pelos analistas. Finalmente, a dissertação descreve algumas práticas que todo gerente 

de marketing na industria de alta tecnologia deve considerar quando adotando MPM. As 

sugestões são gerais, mas devem familiarizar o leitor com as informações precisas para 

habilitar processos e rigor na sua organização com respeito a MPM. 

KEYWORDS: 1. Marketing. 2. Marketing - Administração. 3. Marketing - Planejamento. 

4. Marketing - Processo decisório. 5. Marketing - Aspectos tecnológicos. 6. 

Administração de empresas - Indicadores. 7. Administração de empresas - Processo 

decisório. 8. Tecnologia 



ABSTRACT 

A June 2004 survey by the CMO Council of 320 senior marketing executives indicated 

that few high techcompanies (Iess than 20%) to date had developed meaningful, 

comprehensive measures and metrics for their marketing organizations. In fact over 80% 

of the companies surveyed expressed dissatisfaction with their ability to benchmark 

marketing programs business impact and value. However, the survey also revealed that 

companies that establish a formal, comprehensive measurement program achieve 

superior financiai returns and have higher CEO confidence in the marketing function. 

This thesis provides an overview of information required for marketing executives to 

understand and implement marketing performance measurement (MPM) processes at 

their organiza:tions. It 'surveys the latest issues facing marketers in the high technology 

industry regarding the demands for greater accountability, value of measurement for 

improving marketing processes, initiatives to determine marketing return on investment 

(MROI), and the importance of marketing measures in corporate reporting. The thesis 

makes a case ,for MPM by outlining the benefits of measurement for both marketers and 

the corporation. 

The work then scopes 'some general marketing measurement concepts and delves into 

approaches to MPM as proposed by industry, academics, and analysts. Finally, the 

thesis enumerates a: few practices that every high tech marketer should explore when 

adopting MPM. "fhe tips are generalized, but should familiarize any CMO, vice president, 

or director of marketing who is tasked with bringing greater accountability to her 

organization with a general overview of what's needed to enable measurement 

processes and rigor with regards to MPM. 

KEYWORDS: 1. Marketing. 2. Marketing - Administration. 3. Marketing - Planning. 4. 

Marketing - Decision-making processes. 5. Marketing - Technological aspects. 6. 

Business Administration - Indicators. 7. Business Administration - Decision-making 

processo 8. Technology 
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1 'INTRODUCTION 

1 

The CFO 1 thinks that marketing is like a black hole. There's no 
way to systematically allocate dollars and track a return on 
marketing investment. Meanwhile, the CI02 thinks that 
marketing needs to organize it systems better-getting rid of ad 
hoc reports and centralizing customer information and sales 
resources silo-ed on managers' laptops. And the VP of HR3 is 
wondering if marketing is allocating its human resources in the 
most effective manner. 

In many organizations, the CM04 doesn't have the capability to 
readily address any of these questions. 

- Management Consultant 
(BOUCHARD,2004) 

1.1 The problem defined 

Results of a survey of 320 senior marketing executives published in June 2004 by the 

CMO Council5 indicated that few high technology companies (Iess than 20%) to date had 

developed meaningful, comprehensive measures and metrics for their marketing 

organizations. In fact, more than 80% of companies surveyed expressed dissatisfaction 

with their ability to benchmark the business impact and value of their marketing 

programs. However, the CMO Council also found that companies that establish "a 

formal, comprehensive measurement program achieve superior financiai returns and 

have higher CEO confidence in the marketing function" (MEASURES, 2004, p. 1,7). 

1 Chief Financiai Qfficer 
2 Chief Information Qfficer 
3 Vice President of Human Resources 
4 Chief Marketing Qfficer 
5 The CMQ Council is a Silicon Valley-based non-profit organization dedicated to executive levei 
knowledge exchange, thought leadership and personal relationship building among senior marketing 
and brand decision-makers in the global technology industry. The Council operates worldwide under 
the auspices of GlobalFluency, which has more than 50 offices in 27 countries. 
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The CMO Council report arrives at a challenging period for marketing executives who are 

facing more demand than ever for demonstrating to the CFO and other corporate officers, 

board of directors, and other internai and externai constituencies the quantitative value of 

their efforts. Marketing, which has traditionally thought of itself as more of an art than a 

science, is "the last of the corporate functions to formally develop and adopt processes 

and standards that can be tracked and measured quantitatively" (MEASURES, 2004, p. 

2). Given the decline in technology spending at the beginning of the decade and the 

recurrent cost-cutting measures that are symptomatic of the industry's downturn, no 

marketer today can avoid having his feet put to the fire by the finance department. 

Not surprisingly, the expertise required to implement rigorous measurement processes 

and perform complex data analyses to understand the links between customer behavior 

attributes and marketing initiatives does not typically reside in the marketing department. 

Marketers "have traditionally struggled with the quantitative measures of marketing 

programs and efforts" (MEASURES, 2004, p. 3), managing data with ad hoc reports in 

spreadsheets and e-mails or summarized in Word documents and PowerPoint 

presentations. 

At the same time, perceptions that marketing operates like a black box and that 

investments in advertising are like pouring money into a black hole serve only to weaken 

the position of the Chief Marketing Officer (CMO) at the budget table-an unfavorable 

situation during periods of recurrent budget slashing and cost cutting (BOUCHARD, 

2004; FRANCISCOLO, 2004). 

The call to action for marketing executives today is to adopt stringent processes for 

measuring the outcomes of their investments with the objectives of demonstrating a 

return on spend, optimizing program and resource performance, and better 

communicating the overall value of marketing regarding the achievement of corporate 

objectives. However, the question on the minds of many marketers is just how to devise 

and implement such processes. 
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1.2 Scope of this work 

This thesis provides an overview of aspects related to implementing marketing 

performance measurement (MPM) processes at firms. The work is organized into four 

major chapters: a situational analysis of marketing measurement today in the high 

technology industry, an overview of concepts related to marketing measurement, 

summaries of a few approaches to measurement proposed by industry, analysts, and 

academia, and finally proposed practices for implementing MPM . 

Chapter 2 offers an analysis of the state of marketing measurement in the high 

technology industry, surveying the latest issues facing marketers regarding the demands 

for greater accountability, value of measurement for improving marketing processes, 

initiatives to determine marketing return on investment (MROI), and the importance of 

marketing measures in corporate reporting. The thesis implies that-as a result of 

measurement deficiencies-some marketers do not have the information that they need 

for optimal decision-making. The thesis enumerates problems caused by poor 

measurement and makes a case for MPM by outlining the benefits of measurement for 

both marketing departments and the corporation. 

Chapter 3 reviews a few basic concepts of measurement, defining a scope of what can 

be measured with respect to marketing and distinguishing between different kinds of 

measures. This chapter includes a section on financiai versus marketing measures and 

the increasing importance of marketing measures in corporate reporting. The thesis then 

defines in detail a few measures that are of use to the high technology industry. Finally, it 

charts a thorough catalog of measures commonly adopted by marketers. 

Chapter 4 outlines a number of approaches to marketing measurement that have been 

proposed by industry, analysts, and academia for diverse areas of marketing. It is not the 

purpose of this chapter to suggest that marketing managers should adopt these 

approaches or that these approaches in any way represent standards. Rather, 

examining these approaches provides insight into the breadth and complexity of MPM. 

Studying their benefits and faults is informative when planning how to customize 

measurement processes for individual organizations. 
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Finally, Chapter 5 enumerates a few practices-some suggestions, timelines, and special 

attention to the role of software applications-that every technology marketer should 

consider when adopting MPM. The tips are generalized, but should familiarize any CMO, 

vice president of marketing, or director who is tasked with bringing greater accountability 

to her organization with a general overview of what's needed to enable measurement 

processes and rigor with regards to MPM. 

1.3 Method 

This thesis surveys a wide array of research with regards to MPM from both industry and 

academia. Its thorough bibliography includes resources from academic journals such as 

Marketing Management, Jouma/ af Targeting, Measurement and Ana/ysis for Marketing, 

Marketing Science, and Jouma/ of Marketing. The thesis pulls extensively from high tech 

industry analyst reports from sources such as IDC6
, Forrester7

, and Gartner, Inc.8
, among 

others, as well as from books, presentations, and articles by marketing measurement and 

MROI gurus such as James Lenskold and Tim Ambler. The research is rounded out with 

news from recent trade publications such as Marketing News and CRM Magazine. No 

publication referenced is more than ten years old. 

Balancing the more theoretical and conceptual information provided by the library 

research, seven senior marketing executives from leading Silicon Valley based 

companies in the semiconductor, enterprise software, application service provider, and 

management consulting sectors were interviewed for this thesis. The orientation of the 

interviews was exploratory and probed executives' opinions as they related to the 

6 IDe is a global market intelligence and advisory firm in the information technology and 
telecommunications industries. It analyzes and predicts technology trends so that its clients can make 
decisions on IT purchases and business strategy. With 40 years in business, IDe has over 700 
analysts in 50 countries. 
7 Forrester is an independent technology research company that provides advice about technology's 
impact on business. Business, marketing, and IT professionals worldwide work with Forrester to align 
their technology investments with their business goals. The firm was established in 1983. 
8 Gartner, Inc. is a leading provider of research and analysis on the global IT industry. Gartner helps 
its clients make informed technology and business decisions by providing in-depth analysis and advice 
on virtually ali aspects of technology. The cOmpany has been in business for 25 years. 
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relevance of MPM in marketing and corporate management as well as approaches to 

measuring various areas of marketing. The information captured from these interviews 

was qualitative in nature, but nonetheless of high value to understanding the issues and 

approaches to MPM. The interviews provided practical points of view that guided much 

of the organization and the conclusions of this thesis. 

Due to the confidential nature of the interviews, legal implications related to the use of 

trademarks, and respect for information offered that could be of high competitive value, 

the thesis does not divulge either the companies represented or transcripts of the 

interviews. However, the work cites the subjects extensively, and a list of the questions 

used in the interviews is included as Attachment A. 

The content of this work is slanted towards the interests of the high technology industry, a 

particular professional interest of the author. As a result, much of the research focused 

on MPM specifically as it relates to marketing high technology products and services. (As 

mentioned above, ali of the executives interviewed for the thesis work in the technology 

industry.) However, the thesis offers information and conclusions of high relevance to 

marketers in other sectors as well. The practices for MPM proposed in Chapter 5 are 

applicable horizontally across industries. 
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2 SITUATIONAl ANAL YSIS 

I learned that it really requires patience to tolerate the cycles of 
a developing business long-term. Success would be rooted in 
our customer relationships and our ability to build the brand 
over time. 

- Director of Marketing 
(GONZALEZ, 2004) 

2.1 The buzz around MPM 

The global Information Technology (IT) slump of the last few years put technology 

marketers under intense pressure to demonstrate results justifying every program and 

campaign dollar budgeted. The drought in IT spending and resulting industry 

consolidation, lay-offs, and budgetary cut-backs not only forced tech marketers to 

demonstrate MROI, but "[u]nstable market conditions and intensifying competition in the 

[ ... ] industry [ ... ] forced marketing to prove itself as an operation whose efforts clearly 

generate strategic and tactical results to the bottom line" (REVERS, 2004, p. 6). As a 

result, no marketing executive today can escape "having his feet put to the fire by the 

CFO and having to justify dollars" (MADDOX, 2003). 

Without a doubt, MPM is a trend that is very much on the mind of most executives as 

"IDC has reported that 50% of CMO's are under a direct mandate to provide better 

metrics and measurement for the marketing department" and the CMO Council reports 

that "70% of companies with revenues greater than US$500 million rank marketing 

measurement a high priority" (MEASURES, 2004, p. 1, 2, 6). 

Indeed, marketers today face far greater corporate demands for accountability and 

proven return on investment than ever. Gone are the heady days of the late 1990s when 

a "marketer could execute a campaign without tying it back to bottom line financiais" 
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(MEASURES, 2004, p. 1, 2). In the current economic climate, "marketers relying on 

metrics like reach or market share that don't show return on investment are like factories 

reporting how many widgets they made but ignoring how many were actually sold" 

(VANBOSKIRK, 2001, p. 5). 

Greater demand for metrics is complicated by the fact that marketers "traditionally lacked 

visibility and insight into their [ ... ] programs and activities" (COLLlNS, 2004, p. 1). These 

days, marketers strain to articulate the value of their efforts given only "limited data and 

lack of data granularity" to support gut feelings or ad hoc analyses regarding the impact of 

their programs (AMBACH, 2000, p. 23). Not surprisingly, marketing-which has 

traditionally thought of itself as more of an art than a science-"has been the last of the 

corporate functions to formally develop and adopt processes and standards that can be 

tracked and measured quantitatively" (MEASURES, 2004, p. 2). 

Companies that are driven by research and development (R&D) and technology 

innovation have a strong need for marketing. The ability to commercialize innovation into 

new products that capture end-users' needs and preferences is a basic determinant for 

the long-term success of a technology firm: "marketing capability strongly influences the 

width of applicability of innovations, Le., a firm's marketing capabilities enhances its ability 

to generate innovative technologies that have applications across a range of industries" 

(DUTTA, 1999, p. 547). At the same time, "a past track record of consistent innovation is 

a credible signal to [ ... ] customers of the firm's continued excellence in a technologically 

evolving market" (DUTTA, 1999, p. 547). Given their role influencing customers, 

technology marketers are generally well-resourced in their mission to "inform customers 

of the technological excellence of their firm" (DUTT A, 1999, p. 547). 

Given its externai perception as being a black box operation that consumed a high 

percentage of corporate spending, marketing has always represented an early and 

somewhat easy target for corporate cost-cutting initiatives (CLARK, 2000, p. 357). 

Donovan Neale-May, executive director of the CMO Council confirms that "[m]arketing is 

a significant line-item cost for most technology companies, and there is a lot more 

pressure on companies to justify those expenditures" (COMPTON, 1 July 2004). 
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Today, MPM "is attracting academic and managerial attention with an urgency and scope 

previously unprecedented in the field's history" (CLARK, 1999, p. 711). The buzz around 

marketing performance measurement represents a convergence of several developing 

trends as marketers work to make a science out of the art and develop a stronger 

discipline of internai measurement (MEASURES, 2004). These tendencies are treated in 

the following sections: 

2.1.1 Marketing viewed as an investment to drive new business 

After years of downsizing and consolidation through the IT slump, technology firms are 

reaching a point of diminishing returns on increasing profits simply by cutting costs and 

increasing operational efficiencies (AMBLER, ?). Marketing, especially among firms that 

invested in innovation through the downturn, is seen as a driver of new sales and growth. 

At the same time, firms are taking unprecedented precaution in evaluating the benefits of 

each new marketing dollar invested (CLARK, 1999). CFOs are taking the marketing 

department to task on the "importance of developing useful, accurate metrics that could 

effectively demonstrate the value of marketing as an investment for which the 

corporation" receives a solid return (REVERS, 2004, p. 3-4). In essence, marketing 

investment is being judged on the same foundation as other operational expenditures. 

2.1.2 Marketing executives enhancing position at the budget table through MPM 

Marketing executives are frustrated by traditional measures that poorly communicate the 

value of their efforts. In budget negotiations with their peers, marketers are anxious to 

strengthen their positions with the kind of analytical support and financiai justification that 

in the past would have been expected only from an operational or financiai executive 

(CLARK, 1999). 
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It may seem counterintuitive, but research demonstrates that marketers report 17% more 

metrics in use than their finance peers. According to recent studies, with "the exception 

of shareholder value and number of new customers, finance [ ... ] reported use of a given 

metric was always lower than marketers" (AMBLER, ?, p. 15-16). These studies seem to 

indicate that while marketers' familiarity with their own measures is high, awareness of 

adopted marketing measures outside of the 'black box' of marketing may be low. Thus, 

by systematizing the recording and communication of measures already in use, the 

marketing department can gain better credibility in negotiations with other departments. 

Historically, the CFO found it easy to cut the marketing budget because he could never 

quantify its value. With a renewed focus on measurement addressing wider corporate 

demands for accountability, executives benefit with improved information regarding 

marketing successes. In other words, MPM not only enables marketing to quantify 

performance, it also enables marketers to value and communicate marketing's wins. 

Beyond mere accountability, MPM provides real substance behind marketing activities 

(COMPTON, 1 July 2004). This enables .improved positioning for the marketing 

department during debates when programs may be on the budgetary chopping block. 

2.1.3 Marketing department improving practices with MPM 

Marketers are analyzing with greater detail program and campaign performance "to 

assess progress and identify key areas of improvement" (CONNOR, 1999, p. 734). 

While improving practices should be a basic learning from every marketing program, 

automation and analytics are enabling marketers to delve into the data of their programs 

for richer detail than ever on what's working and what's not-holding not only corporate 

managers accountable, but also agencies, mail-houses, production firms, and other 

partners of the corporate marketing department. 

Technology marketers in the enterprise software sector, for example, are under intense 

pressure from senior management to prove the performance of their campaigns: 
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b-to-b marketers are demanding more sophisticated measurement 
services from their agencies and media outlets. They want to see 
tangible results from their marketing and advertising - online and 
oftline - including leads generated, sales closed and behavioral 
data (such as where the prospect is in the purchasing cycle). 
(MADDOX, 2003) 

Improved MPM enables management to identify what are the least efticient programs or 

strategies, reducing ongoing exposure to low-return activities and increasing investments 

in high potential activities. Management uses MPM as a "systematic approach to 

benchmarking which pinpoints problems so that they can be seen and remedied" 

(WOODBURN, 1999, p. 793). Without measurement "management has a rather small 

range of tools in the toolbox with which to analyse [day-to-day] marketing implementation" 

(WOODBURN, 1999, p. 793). 

2.1.4 MPM and business process improvement 

Popular new strategies for business process improvement (BPI) such as the balanced 

scorecard9 are forcing executives to select what marketing measurements should be 

included as part of dashboards reporting corporate performance. Through the process of 

implementing BPI, firms adopt scorecards aligning marketers in terms of setting 

objectives and determining strategies. As a result of the new processes, consistent 

metrics are available for benchmarking historical marketing performance and that of 

competitors (REVERS, 2004). 

In most firms, the task of marketing, which is primarily concerned with generating 

business, is usually delegated to middle managers (AMBLER, 2000). MPM is the 

9 Balanced scorecard is an approach to strategic management developed in the early 1990's by Drs. 
Robert Kaplan (Harvard Business School) and David Norton. Recognizing some of the weaknesses 
and vagueness of previous management approaches, the balanced scorecard approach provides a 
clear prescription as to what companies should measure in order to 'balance' the financiai perspective. 

The balanced scorecard is a managenient system (not only a measurement system) that enables 
organizations to clarify their vision and strategy and translate them into action. It provides feedback 
around both the internai business processes and externai outcomes in order to continuously improve 
strategic performance and results. When fully deployed, the balanced scorecard transforms strategic 
planning from an academic exercise into the nerve center of an enterprise (BALANCED). 
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process required to make those managers accountable. When middle managers 

measure marketing, they typically focus on program or campaign levei measures. 

Intelligence from such measures enables management to make considered revisions in 

strategy and tactics that improve marketing results. 

In order to improve business processes and thus drive better results, MPM is structured 

around measures that lend to management objectives: an "organisation's measurement 

system strongly affects the behavior of managers and employees" (DAVIDSON, 1999, p. 

771). MPM discourages "short-termism" by forcing both management and marketers to 

answer to analyses over time (AMBLER, 2000, p. 60). It can also make a firm more 

market-oriented which has long-term benefits as "customer-focused companies are more 

profitable in the long term than those primarily concerned" only with output (AMBLER, 

2000, p. 60). 

For example, a technology company with a growth strategy should align its marketing 

measures accordingly: "If company reporting metrics focus more strongly on activity that 

influences future success, managers may give these areas more attention, and be less 

inclined to cut back [ ... ] the 'the motors of growth.' Such a change could make companies 

more customer and future driven" (DAVIDSON, 1999, p. 771). 

2.1.5 Increased scrutiny from boards means more marketing metrics in corporate 

reports 

Research suggests that corporate boards devote only about 10% of their time to 

customers, spending more time on how a firm uses cash than how it generates it. 

Boards that "want to know what the company's future cash flow willlook like are starting 

to examine where the money comes from: the market" (AMBLER, 2000, p. 59-60). Since 

marketing is the source of a firm's future cash flows, the marketing department is gaining 

increased visibility with corporate boards. 

III-advised advertising initiatives during the late 1990s were a determining facto r in some 

failures among technology companies after the April 2000 stock market crash. 
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Technology companies of ali sizes spent lavishly on marketing during that period often 

without a comparable return in profits. As a result, investors returning to the tech sector 

demanded more information with regards to how marketing dollars were spent and their 

quantifiable MROI. 

Although "marketing effort [ ... ] traditionally has been both under- and poorly reported in 

firm financiai statements" (CLARK, 1999, p. 711), marketers are now being asked to 

communicate their results to corporate boards and occasionally even in externai 

published reports. There has been increasing "recognition of the importance of non

tangible assets as drivers of corporate growth [ ... ] 'Quality, customer satisfaction, 

innovation, market share [and other non-tangibles such as brands competencies, and 

corporate culture ... ] often reflect a company's economic condition and growth prospects 

better than its reported earning do'" (DAVIDSON, 1999, p. 759). 

2.2 Marketers still do not have the reporting that they need 

The "[fjabled Philadelphia retailer John Wanamaker once summed up his less-than

scientific advertising strategy by saying: 'I know half the money I spend on advertising is 

wasted, I just don't know which half'" (CAVANAGH, 2001, p. 32; NEW, 2001). Troubling 

as it seems, recent studies indicate that this nineteenth century axiom may remain valid 

for some twenty-first century technology companies. Despite the need for improved 

reporting, technology marketers still don't have the levei of information needed to 

understand "both the short-term and long-term ramifications of [their] decisions" 

(AMBACH, 2000, p. 23). 

Beyond basic awareness of the rise and fali in sales, marketers need to understand 

better how and why a marketing plan is working. Regrettably, some marketers make 

criticai advertising and copy decisions on the basis of gut feelings because they don't 

have access to the reporting needed to track the effectiveness of prior programs. They 

spend millions deploying marketing programs and messages without a closed-Ioop 

evaluation on "if those tactics indeed have achieved their goals" (AMBACH, 2000, p. 23). 
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The CMO Council sponsored a survey of over 320 senior marketing executives of global 

technology companies. The results, published in June 2004, offered a discouraging 

revelation: 

Few companies - less than 20% - to date have developed 
meaningful, comprehensive measures and metrics for their 
marketing organizations. Over 80% of the companies surveyed 
expressed dissatisfaction with their ability to benchmark their 
marketing programs business impact and value [ ... ] This view and 
the discomfort with the current state are shared with other CXO's in 
the company, according to [the] survey. 
(MEASURES, 2004, p. 1, 7) 

In fact, "[m]ore than half of the companies surveyed [by the CMO Council] do not 

measure performance for marketing activities surrounding branding or sales and 

marketing collateral, and nearly half do not measure the performance of channel 

marketing and market research programs" (COMPTON, 1 July 2004). The study 

indicates that technology firms-despite the industry's reputation for operating on the 

cutting edge-are still early in the evolution of developing processes to understand what 

is really driving the success, failure, and impact of their marketing investments. 

Neale-May described the challenges of marketing performance measurement as beyond 

a mere technology fix: "!t'S a cultural, organizational, and technological challenge" 

(COMPTON, 1 July 2004). An April 2004 Gartner report on marketing resource 

management (MRM) analytics confirmed the CMO Council's findings: 

In general, there is a lack of data sharing and analytical capabilities 
[ ... ] across the global marketing function [ ... ] Such capabilities with 
agencies, partners and distributors are even more challenging. 
Making marketing decisions requires the integration of data from 
internai systems (such as finance, CRM and enterprise resource 
planning) and externaI sources (agencies, partners, distributors, 
third-party data and prospect list suppliers), coupled with the ability 
to analyze the data using highly sophisticated statistical 
techniques. This infrastructure does not exist. Sophisticated 
analysis, such as optimization, is often performed for tactical areas 
of direct marketing, if performed at ali. Marketing data and 
success models are rarely documented in an easily accessible 
fashion. This leads to minimal sharing across strategic business 
units and geographic areas, resulting in duplication of efforts and 
missed opportunities. 
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(COLLlNS, 2004, p. 1-2) 

Furthermore, data from the CMO Council sUNey demonstrates that 55% of marketing 

executives are less than satisfied with their MPM. The figure below details satisfaction 

with MPM among marketing executives in the technology sector: 

"Overall, how satisfied are you with your 
company's ability to measure marketing 
performance? " 

Fairly satisfied 
24% 

17% 

Neither 
satisfied nor 
dissatisfied 

16% 

Fairly 
dissatisfied 

25% 

Very satisfied Very Dissatisfied 

5% dissatisfied 9% 

4% 

Figure 1 - Results of CMO Council sUNey detailing marketing executives' satisfaction 

with MPM 

Source: COMPTON, 1 July 2004 

2.3 Agencies without MPM are a drag on corporate marketing 

Not only are corporate marketers failing with respect to measurement, but their agency 

partners are hampering marketing planning with a similar lack of metrics. Advertising 

agencies are struggling in their efforts to keep up with the industry's movement from 
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traditional to digital media and its concurrent demand for more accountability on 

performance. 

Rather than running campaigns to create awareness or provide air cover, corporate 

marketers are asking agencies ''for ways to spend money that equate to leads, qualified 

opportunities and buyers" (MADDOX, 2003). Business-to-business (B2B) marketers, 

especially, are looking for results that provide impactful support in the short-term through 

lead generation, reducing the sales cycle, or increasing conversion metrics (REVERS, 

2004; BRATTAIN, 2004): 

A Veridiem marketing performance measurement study polled 
more than 1,000 agency and brand executives and found that 
there is mounting pressure to show a direct return-on-investment in 
marketing and advertising campaigns, and that the traditional 
mass-media model is losing steam to more targeted campaigns on 
the Internet. 

About 80 percent of respondents said that the demand to quantify 
marketing performance has increased noticeably in the past year, 
while 56 percent admitted that their traditional approaches need 
either "major improvements" or "a total overhaul." Finally,66 
percent of respondents say a primarily mass-media approach to 
advertising and marketing is no longer feasible. The major areas 
where spending has been increased to combat this problem are 
public relations, direct mail, and online advertising and campaigns. 

The sUNey also went on to detail individual responses that strongly 
indicated that marketers have not learned yet how to effectively 
analyze and crunch the type of sophisticated user data that can be 
gained via the Internet, from technologies such as Engage, 
Doubleclick, Broadvision or eCRM systems. 
(CAVANAGH, 2001, p. 32) 

There's clearly a failure caused by the differing metrics used for traditional versus digital 

media: a December 2001 Forrester study revealed that although advertising "agencies 

believe they take a scientific approach to planning, 63% of inteNiewees have no cross

media metrics in place. They base their media buys on guesses and last year's plans 

instead of measuring what kind of marketing works" (VANBOSKIRK, 2001, p. 2). 

While advertising has represented the largest percentage of the media mix of some 

companies, the bloated offerings of today's digital media complicate marketing "planning 
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processes by adding new tools like rich media and email -- each with its own metrics -- to 

the media surplus. [According to Forrester, m]ore than two-thirds of marketers can't 

gauge how to incorporate digital marketing into their overall marketing" strategies 

(VANBOSKIRK, 2001, p. 5). 

The chart below demonstrates how the advent of digital media is forcing a dramatic 

change from traditional practices in marketing planning and measurement both in the 

corporate marketing environment and at advertising agencies: 

Chart 1 - New marketing realities spell doom for existing 
planning strategies 

Marketing must show results 

o Two-thirds of site managers focus 
measurement strategy on showing ROI 

o Agencies expect marketers to hold 
them more accountable for results in 
the future 

Marketing must be flexible 

o Following recent terrorist threats, 10% 
of direct mail users switched to phone, 
fax, or email 

o 41 % of online buyers use more than 
one channel to make purchase 
decisions 

Media outlets proliferate 

o The average adult experiences 247 
exposures a day to TV, radio, 
magazine and newspaper ads 

o Today only 9% of consumers can recall 
a commercial unaided, compared with 
34% in the 1960s 

Source: VANBOSKIRK, 2001, p. 6 

::J 
CC 
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::J 
::J 
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As digital media becomes an increasingly important component of B2B marketing plans 

(with Web site, e-mail, online seminars, and other initiatives consuming in some cases 
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the majority of spend) tracking results is paramount in order to evaluate effectiveness 

against traditional media and overall success. Unfortunately, advertising agencies have 

no consistent metrics to match how a digital component of an integrated campaign is 

performing in comparison to its traditional media complement: "Since they can't measure 

cross-media effectiveness, marketers and agencies base their marketing plans on 

guesses" (VANBOSKIRK, 2001, p. 3). 

In a 2001 survey, Forrester posed the following question to 27 advertising agencies. The 

responses demonstrated agencies' weakness in evaluating overall performance of 

integrated programs: 

"Do you have common metrics 
like reach, sales lift, market share, 
or response across media?" 

Figure 2 - Agencies do not use consistent metrics across integrated campaigns 

Source: VANBOSKIRK, 2001, p. 3 

Without real-time marketing performance information that delivers intelligence across 

media, marketers don't have much flexibility in program and campaign tactics. Forrester 

reports that 61 % of marketers and agencies review their marketing plan annually and 

75% review their marketing budget annually (VANBOSKIRK, 2001). This frequency is 

hardly optimal given the unstable global economy, cannibal competitive climate in the 

technology industry, and roller-coaster industry performance of the last few years. 

eMOs and other corporate executives need "real-time access to the actionable 

information necessary for managing expectations and avoiding surprises" (REVERS, 



18 

2004, p. 1). In a highly competitive landscape, technology firms will only succeed "if they 

can constantly evaluate market shifts in the analysis of the metrics as generated by 

marketing and react swiftly to these changes" (REVERS, 2004, p. 1). Hence, marketers 

need the flexibility to move budget dollars and change their plans of record to coincide 

with frequent movements in the marketplace. Such a capability requires marketing 

departments and their agency partners to be able to review "correlative measurements 

that tie together an increasingly complicated mix of media and response channels[, 

leveraging] closed-Ioop tracking for multi-channel environment" (NAIL, Sept. 2002). 

2.4 MPM deficiencies result in repeated mistakes 

As a result of weak processes and poorly integrated systems in many marketing 

departments, programs (especially those not associated with direct marketing where a 

data-driven methodology is part of the practice) are rarely, if ever, measured. A lack of 

marketing measurement, analysis, and documentation yields faint understanding and 

sharing of what works and what does not-a fragile position with respect to knowledge for 

decision-making. 

In such an environment, when a marketing manager departs (especially in the high

tumover world of the technology industry) she may take with her much of the history of 

past program failures-Ieaving other managers or her replacement to repeat the same 

errors. Such deficiencies cultivate the repetition of costly mistakes (COLLlNS, 2004). 

Current marketing planning with the support of advertising agencies and other externai 

partners provides a false sense of security. A wide array of new inputs and complex 

cross-media planning can wrongly convince marketers that their processes are rigorous. 

Agencies encourage that sense of security with institutional reassurance regarding their 

rooommended initiatives. Without thorough marketing performance evaluation processes 

eithar in-house and/or provided by agency partners, there is no check or balance to 

stmtegic or tactical marketing decisions. 
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Finally, a lack of metrics hinders flexibility in marketing decision-making, preventing 

tactical corrections at the speed of industry change. Last year's marketing planning must 

dynamically accommodate changing customer and business needs (VAN80SKIRK, 

2001). 

2.5 Benefits of MPM 

Delllnc. has a simple and straightforward axiom with regard to MPM and campaigns: "If 

you can't measure it, you can't manage it, and you can't improve it" (MADDOX, 2003). 

Although the concept itself is simple, developing the processes and supporting the 

infrastructure needed for thorough MPM may take years and potentially millions of dollars 

in marketing investments that are not allocated for programs. 

It's a given that no company can afford to invest for long in programs without a 

measurable and understandable returno However, companies that invest in long-term 

processes for measurement tend to deliver higher performance on average than those 

that don't measure. In fact, "companies with a formal comprehensive MPM system 

significantly outperform [ ... ] companies that had not even entered the consideration 

phase, with mean performance ratings 29%, 32% and 37% better in relation to sales 

growth, market share and profitability" (MEASURES, 2004, p. 8). 

8elow is a list of other long-term benefits to adopting MPM. 

2.5.1 Marketing can demonstrate its value as a result of MPM 

MPM offers the opportunity to bring quantification into areas of marketing which were 

previously uncharted. (WOOD8URN, 1999, p. 792). Companies like Dell have "evolved 

[their] measures over the years to provide relevant and focused performance feedback 

on the progress and success of" marketing (CROSY, 2003, p. 11). As a result, Dell, a 

market leader that has performed better in comparison with its peers despite wide 



20 

;industry fluctuations, is able to "demonstrate value, consistently and clearly, through the 

1mpact of marketing activities on company performance" (REVERS, 2004, p. 9). 

Rather than accepting -the traditional financiai perspective that marketing is merely an 

,9x.pense, resultsaerived 'trom MPM can be used to reinforce and elevate the perception 

'Gf lhe marketingorganization as a business driver (REVERS, 2004, p. 9). In that sense, 

MPM is a valuable management tool for explaining marketing processes and 

'communicating the organization's interaction with other functions in a way which gains 

,their understanding andsupport. Likewise, knowledge derived from market data can be 

:.shared withother organizations to strengthen their operations as well. 

"2~5.2 MPM provides budget and cost justification 

MPM is fundamental for improved marketing resource allocation. It quantifies the 

lbusiness impact of activities and helps marketing departments justify spend and staffing 

and understand how, where, and when to allocate resources. This data provides 

tmarketers overtime with a 'levei of granularity on the costs and benefits of program 

'''a'0l'nponents. _ By building such a history and sharing that knowledge cross-functionally, 

firms are better equipped to oost-justify future program investments and decision-making 

~REVERS, 2004; MEASURES, 2004, p. 5). 

IAs a result, tech marketers have a better understanding of how they are demonstrating 

"tangible business value across multiple functional areas" so that investment in new 

'marketing programs can be justified (MEASURES, 2004, p. 5): 

One of the key capabilities of measurement and reporting is the 
ability to track forecasted, committed, and actual costs and results 
at more-granular leveis and more frequently than is typically done 
formarketing initiatives. This capability provides better visibility to 
avert overspending in a timely fashion. It also enables better post
event analysis to refine and plan future marketing strategies. 
(COLUINS, 2004, p. 2) 
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2.5.3 MROI 

MPM is a fundamental component of MROI, as marketing is no longe r evaluated by 

finance as a sim pie cost of sales. Marketers today "measure their success rate as it 

relates to generating revenue for the company" (REVERS, 2004, p. 17). MPM has a 

criticai role to play in financiai ROI as "[r]evenue, spending, profit, return on investment, 

earnings before income tax, cycle time, project management and more can only be 

driven by better understanding how decisions [influenced by marketing] affect the 

outcome of these behaviors and activities" (COLLlNS, 2004, p. 2). 

For example, marketers at many B2B technology firms today readily provide "information 

about which, when, and how many [ ... ] leads turned over by them to the sales 

department actually matured to an RFI/RFP (proposal stage) and which, when, and how 

many leads transferred by them to sales [ ... ] actually led to a deal conversion" (REVERS, 

2004, p. 17; SHEHATA, 2004). The processes and systems required to get to this levei 

of detail forces stronger bonds among marketing, sales, and corporate partners-another 

incrementai benefit to the process (BRATIAIN, 2004). By delivering quantified evidence 

of the value of its initiatives, the marketing department "should gain greater support and 

funding, and hence increase its chances of [further] success" (WOODBURN, 1999, p. 

792). 

MPM enables marketing departments to demonstrate improvements in corporate brand 

equity and how marketing initiatives are positioning the organization for greater influence 

and stature among competitors and peers. By doing so, the marketing department 

provides "positive proof that it has. increased the company's brand awareness and market 

positioning as evaluated and substantiated in global brand tracking programs developed 

by externai consultancies" (REVERS, 2004, p. 9). 
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2.5.4 MPM addresses accountability to senior executives and directors 

MPM enables marketers to address increasing demand for accountability from senior 

management and boards: "companies who have established a formal, comprehensive 

measurement program [not only] achieve superior financiai returns [but also] have higher 

CEO confidence in the marketing function" (MEASURES, 2004, p. 1). For example, as a 

result of MPM, short-term planning can be adapted according to movements in market

based assets such as brand equity, helping the CEO achieve a stronger corporate 

market orientation. 

MPM is gaining board-Ievel visibility at some firms. Directors, looking for more 

information to help them understand and protect their investments, are probing senior 

management for more detail than ever regarding marketing: end-user trends in terms of 

retention, acquisition, technology adoption and usage leveis, drivers behind customer 

behavior, awareness, satisfaction, perceived quality, etc. 

It's not uncommon for boards to request end-user research to be routinely reported 

annually or semi-annually in a format integrated with financiai marketing metrics. Such 

reports provide term over term comparisons with previous results and leveis forecast in 

the business plan and utilize common indicators for comparing performance leveis 

against those of competitors (AMBLER, 2000). 

MPM also helps marketers gain recognition for good performance. On the flipside, poor 

performance is readily exposed for remedial action. Benchmarking developed through 

the MPM process brings marketing eloser to the sort of operational excellence that CEOs 

and CFOs would expect for other parts of the business (WOODBURN, 1999). 

2.5.5 MPM is fundamental for e-business 

E-business is an assumed criticai initiative for leading technology companies. The 

Internet is arguably the most influential new tool to beco me available in the history of 
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marketing, changing forever the B2B relationship with customers. Moreover, this form of 

direct media is also the most measurable. 

In the e-business model, marketers are able to continuously communicate information 

about their products and services around the clock to customers and end-users located 

anywhere around the world and at every point in the customer relationship lifecycle 

(BUILDING, 2004). As a result, Web sites are the fundamental platform for increasing 

the rate of interactions between sales and marketing, leveraging new sales acquisitions 

and generating more up-sell opportunities from them: 

Vou can market to them during the hours when your business is 
closed. Vou can market to them on the terms they specify. With 
your help, customers can direct their own marketing and obtain 
from you information that will help them make more informed 
buying decisions, based on criteria that you can help shape. Vou 
can market to your customers continuously, in every interaction; so 
that when they come to your website looking for help on a technical 
support question, you can use that opportunity to introduce 
relevant products or services targeted specifically to their needs 
and buying history. 
(BUILDING, 2004, p. 5) 

As technology companies "incorporate more personalization and "human touch" to [their] 

Web-based communications platform[,]" they gain more capabilities to use the interface 

as a Web-based transaction engine and drive more sales (REVERS, 2004, p. 18). The 

table below presents the effects of the company's e-business strategy on Documentum, 

Inc.10 sales bookings: 

10 Documentum, Inc., a division of EMC Corporation, offers a range of software solutions for managing 
Web content, powering portais, enabling collaborative commerce, automating regulatory compliance, 
and facilitating document imaging, workflow, and report management. EMC Corporation is the world 
leader in products, services, and solutions for information storage and content management. 



Table 1 - Analysis of customer interactions at Documentum 
shows that the company's website was the most frequently 
used resource by prospects who later signed deals, 
suggesting the site's impact on the sales processo 

Percentage of bookings that involved customers who have: 

Downloaded information from the website 90% 

Attended an online presentation 85% 

Atteríded a field seminar 45% 

Registered for the user conference 43% 

Stopped by the booth at a tradeshow 33% 

Source: BUILDING, 2004, p. 8 
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While companies have traditionally treated their corporate Web sites as branding tools, 

today the corporate online presence in the B2B environment doubles as "as a lead

generation engine and one that affords valuable insights into the specific needs of 

prospects/customers" (REVERS, 2004, p. 17). 

As a result of marketing programs that integrate new digital media with traditional offline 

media, tech companies can leverage marketing measurement to gain a 360-degree view 

of the customer so that they can be more responsive in serving prospects and customers' 

real needs (SHEHATA, 2004): "By applying pull (such as thought leadership and Web 

seminars) and push (such as permission-based email campaigns and telemarketing) 

channels synergistically" technology companies can extend their "brand reach and build 

higher brand recall" (REVERS, 2004, p. 17). 

Web analytics can be used to understand the behavior of and serve better the needs of a 

firm's most important constituencies: its employees, customers, and channel partners. 

B2B companies find that 'Web analytics are also helping marketing managers tweak their 

online self-service applications. Companies can examine how site users are searching

what they were doing right before they access self-service help and what terms they 

searched for-and make changes accordingly" (BANNAN, 2004, p. 14). For example, 

firms may find that "their extranet sites are more important because those are the people 
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who are coming for tools and information that will help them make sales" (BANNAN, 

2004, p. 14). 

Unlike traditional media, digital media enables marketers to evaluate their results almost 

immediately. Marketing managers say that Web analytics make their jobs easier as they 

can be used to track real-time sales, visitor sessions, page views, time spent on the site, 

average order size, and conversion rates. Moreover, the immediate feedback loop 

created by real-time data helps marketers improve targeting and promotions (BANNAN, 

2004). Multiple response scenarios can be tested with little extra investment in 

production, and changes to the Web site can be made on the same day so that the most 

responsive and conversion-oriented messages are privileged. 

2.6 Firms are failing to implement MPM or failing in their measurements 

With the benefits outlined above, it seems as if implementing processes for MPM would 

be a given-especially for technology companies that tend to be early adopters of 

innovative business processes and applications in attempts to gain competitive 

advantage. Despite a proliferation of measures, marketing performance as a whole has 

had limited attention in practice, especially among the softer areas, such as brand equity, 

communications, and analyst relations (AMBLER, ?; MEASURES, 2004; SHEHATA, 

2004; CURRY, 2004). 

The sections below outline some challenges to adopting MPM. 

2.6.1 Implemented measures fail to capture marketing effectiveness 

At a strategic levei, "companies have always found it relatively easy to measure their 

inputs (costs, people, materiais) and their outputs (producVservice volumes, sales, profit)" 

(WOODBURN, 1999, 779-780; AMBLER, ?, p. 3-4). Unfortunately, these financiai 

measures don't help marketers who are attempting to refine their day-to-day operations: 
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Uthey provide little understanding of how inputs are converted to outputs and are therefore 

not very illuminating on how [marketing] performance might be advanced" (WOODBURN, 

1999, p. 779-780). 

At a tacticallevel, measurement in marketing has most frequently been concerned with 

campaigns and programs, common communications outputs such as advertising reach, 

press articles published, leads generated, or brochures distributed. Additionally, 

U[p]roduct and service performance indicators are also frequently tracked, and now 

customerattitudes, satisfaction, and loyalty" (WOODBURN, 1999, p. 780). 

Unfortunately, these efficiency measures are not always managed with sufficient 

understanding of their real meaning in terms of marketing effectiveness-or the actual 

outcomes of marketing effort. A basic challenge for marketing managers is establishing 

and demonstrating a direct causal link between their activities and sales or profif' 

(CLARK, 2000, p. 361). There's a temporal disconnect as the "sales or profit impact of 

current [marketing] activities lies somewhere in the future" (CLARK, 2000, p. 361). 

An added obstacle is the challenge in defining and correlating soft 
data, such as customer attitudes with performance. Many 
[marketing departments] find it problematic to measure even 
relatively quantitative behaviors such as customer retention, and 
the inevitable result is that many companies have been unwilling to 
expend the time, energy, and resources to do it effectively. 
(AMBLER, ?, p. 3-4) 

2.6.2 Silos of market and customer knowledge confound MPM implementation 

Contributing to the complexity are data silos: customer and market knowledge is 

challenging to assemble as it resides in multiple locations within the organization from 

departmental databases managed in incompatible systems to ad hoc spreadsheets and 

reports on laptops (BOUCHARD, 2004). The process of creating and managing a 

repository for ali relevant marketing information can be resource-intensive and expensive: 

"[ d]ifferent metrics are scattered ali over large companies for different time periods, 
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different customer and stakeholder segments, and a multitude of purposes" (AMBLER, 

2000, p. 65). 

Similarly, externai knowledge aggregated to support benchmarking efforts may be lost, 

out of date, or inaccurate: "It may be easier to commission new research than to locate 

reports that are gathering dust" (AMBLER, 2000, p. 65). 

2.6.3 Marketing doesn't have the expertise to implement MPM 

Typically, the expertise required to manage complex data analysis and "understand links 

between customer behavior attributes and marketing activities" doesn't reside in the 

marketing department (MEASURES, 2004, p. 9). Marketers "have traditionally struggled 

with the quantitative measures of marketing programs and efforts" (MEASURES, 2004, p. 

3), managing data with ad hoc reports in spreadsheets and e-mails or summarized in 

Word documents and PowerPoint presentations. 

As a result, marketing departments generally rely on other groups such as finance, IT, 

and human resources (HR) to support initiatives for MPM adoption (BOUCHARD, 2004). 

The reason for this is not sharing costs or shifting responsibility, but rather taking a 

corporate approach to internai and externai market knowledge and leveraging skills 

across the organization in the processo Market and customer knowledge is generally 

widely available, but a cross-functional group is required in order to consolidate that 

information, mine the intelligence it contains, and share it across the organization 

(AMBLER, 2000; BOUCHARD, 2004). 

2.6.4 Change management required to win over MPM detractors 

As with any BPI initiative, hesitation among marketers in adopting performance 

measurement processes can be a barrier: "Introducing a benchmarking system which 

brings objectivity, measurement and transparency into areas where it did not previously 
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exist may be perceived as risky by some constituencies" (WOODBURN, 1999, p. 792). 

Corporate marketers and especially their advertising agency partners may be initially 

frightened by such transparency. 

While the purpose of marketing measurement is "genuinely about performance 

improvement, not censure, [ ... ] potential problems should be recognised and the project 

discussed in an open and positive manner" (WOODBURN, 1999, p. 792). In the 

marketing environment, as with any functional group, "[n]ew systems of performance 

appraisal are often seen as a threatening, especially where a measurement culture is not 

pre-existing" (WOODBURN, 1999, p. 792). 

A potential point of failure in adopting MPM is that companies may implement 

measurement without establishing rigor in closing the loop for day-to-day process 

improvement. MPM is only a first step in efforts driving significant overall performance 

improvement. From the point of view of the individual organization, rather than from that 

of obseNers, there is no point in measurement for its own sake: "Unless the company is 

prepared to act on the findings and make changes in its practices, it were better not to 

embark on the project" (WOODBURN, 1999, p. 791). 

2.6.5 Automation is not the silver bullet for MPM 

The recent emergence of MRM software is perceived as a solution addressing some of 

the challenges hindering performance measurement-especially in terms of 

consolidating marketing information in a single repository and enabling reporting and 

analysis. However, the market is still in its infancy. Beyond the cost and infrastructure 

requirements for implementing such a solution, the ROI on MRM software is unknown 

(MEASURES, 2004). 

Furthermore, a great deal of refinement must be made in the processes of the marketing 

department itself before such a solution can be of value. In other words, processes must 

already be defined for an initiative around marketing automation to succeed: "Key 

performance indicators must be available to ali users throughout the MRM processes. 
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Knowing exactly how decisions that are being made affect the performance of the brand 

and the achievement of the brand imperatives and objectives is criticai to the success of 

any closed-Ioop business process solution" (COLLlNS, 2004, p. 2). 

MRM has not yet been widely adopted as technology marketers to date have avoided or 

stalled such implementations due to the cost and inability to define the ROI of the 

technology. Some marketing departments don't own the technology budget or decision

making, and there may be a knowledge gap regarding what technologies would be an 

appropriate fil. Also, vendors, terminology, and standards for such solutions are only 

beginning to emerge in this early, fragmented sector (NAIL, Sept. 2002). 

The figure below provides some insight into why marketers have not adopted MRM as a 

solution enabling MPM: 

"What prevents your company from maketing better use of 
marketing technology?" 

Uncertain ROI 

Cost is toe high 

Lack of knowledge 

No budget 

Difficulty of working with rr 

Unfamiliarity with services providers ____ m;~~:r:....~_~:J_~L--.J 

Figure 3 - Objections to the adoption of MRM 

Source: NAIL, 2002, p. 6 

Automating measurements relative to performance of marketing activities is a costly 

proposition. Price itself may be prohibitive for some companies as applications can range 

from US$50,000 to several million dollars in initial investments (VANBOSKIRK, 2001). In 

order to deploy such capabilities today, an MPM solution must be integrated with other 

corporate systems such as custom-built or off-the-shelf solutions for Web marketing, 

customer relationship management, enterprise resource planning (ERP), or financiai 
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management applications. The cost in dollars and resources of integration alone could 

be higher that the price of the software (COLLlNS, 2004; SHEHATA, 2004). 
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3 DETERMINING WHAT TO MEASURE 

Everything falls back into our model-driven architecture. We 
track everything from outbound programs to customer churn to 
service fulfillment. We can then test scenarios that help with 
planning and inform our spending. It's really a pro-active 
approach to informing the board. As the board has complete 
visibility on movements among the variables in the model, there 
are never any surprises. 

- Senior Vice President of Sales & Marketing 
(ROBINSON, 2004) 

3.1 Scope of marketing 

Before embarking on a discovery of how to measure marketing performance, it's useful to 

understand what exactly is being measured as "[o]ne of the great obstades to successful 

measurement of marketing performance is the multidimensional nature of the marketing 

construct itself" (CLARK, 2000, p. 358). Nevertheless, integral "to marketing is being able 

to measure the 'success' or 'failure' of marketing initiatives" (AMBLER, ?, p. 3). By first 

defining marketing, we can scope what's available to measure. 

A review of literature uncovers several different definitions of marketing. Some of these 

concepts are problematic for the process of measurement-as they seem to defy scope 

and quantification. For example, marketing "has been defined broadly as 'involving every 

employee in building superior customer value very efficiently for above average profits'" 

and can include such as fuzzy corporate conceits as competency development, 

employee involvement, quality efficiency and relative price (DAVIDSON, 1999, p. 759). 

One place to start is the "distinction between marketing as an organisational function (eg 

the marketing department with its budget) and the marketing as a process for the firm as 
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a whole (eg activities that facilitate the link between the customer and the firm)" (CLARK, 

2000, p. 358). 

3.1.1 Pan-company marketing 

These days, marketing is "considered to be a widely-distributed activity, occurring in 

many parts of a company. While this approach works well in terms of involving more 

employees in customer-focused activity, it makes the job of tracking and measuring 

processes more difticulf' (WOODBURN, 1999, p. 792). 

Pan-company marketing comprises the entire corporate eftort "to secure customer 

preference and thereby achieve higher returns for the shareholder. Every company in 

the world engages in marketing in this primary sense" (AMBER, 2000, p. 61). This 

definition of marketing reflects the higher concept of creating value in the marketplace-a 

role which is retained not only in the marketing department, but should reside as a part of 

every employee's job: pan-company marketing traces "how the firm manages the link 

between its activities and customers, regardless of whether this work is the province of 

the marketing department" or not (CLARK, 2000, p. 358). 

Especially among technology companies, "[m]arketing departments have diminished in 

size over the last few years, and successful marketing now relies even more on the co

operation of other functions" (WOODBURN, 1999, p. 792). Lay-ofts in the technology 

industry (the marketing department is often the first to see casualties) and budget cuts 

force an increased reliance on other groups (such as sales, IT, and customer support). 

At the same time, focus on customer-centrism in recent years further privileges a pan

company view of marketing. 

As the Chartered Institute of Marketing (CIM) 11 defines it, marketing is hardly an 

operation confined to the marketing department: 

11 CIM is a leading professional organization based in the United Kingdom and with over 55,000 
members in 130 countries worldwide. 
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Some processes are widely considered as sales and marketing 
activities, although in many companies the process is not carried 
out within a marketing department as such [ ... ] [S]ome companies 
place great emphasis on market intelligence and analysis, and 
their marketing department may be largely dedicated to that 
function, while product development activities may be dispersed 
through R&D, production, and technical sales departments. In 
other companies, the role of the marketing department is primarily 
branding and communications, and information collection may be 
divided through other departments according to their individual 
needs. 
(WOODBURN, 1999, p. 784) 

When analyzing MROI, a common practice is to match against expenditures of the 

marketing department alone. However, incrementai gain on advertising or promotional 

expenditures can be mapped against the impact of the entire pan-company marketing 

effort. Such a process takes into account the efforts of the entire organization in brand 

building. 

3.1.2 Functional marketing 

Defined as the domain of marketing professionals, the breadth of functional marketing 

varies trom company to company. Some marketers may be in "charge of product 

specification, pricing, sales, and trade marketing function whereas others are seen as 

staffers, outside the main direction of the business" (AMBLER, 2000, p. 61). However, 

trom a budgetary perspective, functional marketing considers primarily visible marketing 

expenditure, usually advertising and promotion-or, essentially, spend associated with 

the output of the marketing department. 

An important aspect of functional marketing is its link with "core operations [such as 

fulfillment or technical support] that actually deliver to customers the [brand] promises that 

marketing makes" (WOODBURN, 1999, p. 784-785). Functional marketing must make 

these collaborations a success despite what can be conflicting agendas among 

departments. The processes which relate marketing to the output of these functions, 

particular/y those involved with interactions with customers, are of crucial importance if 

the company is to fulfill its commitments to customers" (WOODBURN, 1999, p. 784-785). 
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In many companies, the CEO plays a criticai function as the glue "between marketing and 

other functions in the company [ ... Her] support and involvement helps to secure 

company-wide commitment to marketing and encourages ali units to fulfil their roles in its 

implementation" (CONNOR, 1999, p. 739). 

The CEO, likewise, has an important role to play in implementing and sustaining MPM at 

the functional levei: "if marketing is also about an organisation's future, it is important to 

be able to measure how well that organisation is performing in achieving marketing 

effectiveness through the application of current best practice in marketing" (CONNOR, 

1999, p. 735). As the most visible corporate representative in the pan-marketing effort, 

the CEO must make the effectiveness of functional marketing an imminent concern. The 

only way to manage that effectively is through effective measurement. 

3.2 Marketing efficiency versus marketing effectiveness 

When defining metrics for marketing performance, the day-to-day routine of marketing 

managers is usually focused on "matters of efficiency - that is doing things right - e.g. 

generating sufficient sales and profit, allocating the marketing budget, and controlling the 

marketing mix component etc" (CONNOR, 1999, p. 733). Efficiency measures are the 

tactical variables that capture the strength or weakness of execution at the 7 P's levei of 

marketing. Such measures include "sales and profit performance, return on net assets, 

shareholder value, marketing budget, marketing mix components, and customer 

satisfaction leveis" (CONNOR, 1999, p. 734). 

MPM that is based merely on marketing efficiencies provides only a partial picture of 

overall performance: "[t]o fully assess marketing performance, organisations also need to 

measure effectiveness - are we doing the right things" (CONNOR, 1999, p. 734). 

Effectiveness is associated with "valuable organizational outcomes, including stable, 

long-term growth, enhanced customer satisfaction, competitive advantage, and a strong 

market orientation" (CONNER, 1999, p. 734). Generally speaking, a technology 
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company's performance and success depend more on marketing eftectiveness, or doing 

the right things, than on doing things right. 

The figure below demonstrates how marketing concept and orientation are the 

operational measures of marketing eftectiveness. The outcomes are performance 

measures such as a profit, market share, etc.: 

,Concept· . . Do we believe in màrketil19? 
• >. .~ ,; • • 

Orientation Have we adopted marketing? 

Effectiveness Are we doing the right things? 

Figure 4 - Marketing eftectiveness is the operational measure of the marketing process 

Source: CONNER, 1999, p. 735 

3.3 Diagnostics versus derivatives 

While metrics are genera"y reserved for executive review, diagnostics "are lower-Ievel 

measures that explain variances" (AMBLER, 2000, p. 61). It can be said that diagnostics 

are genera"y the initial area of investment for marketing performance measurement as 

they deliver the most accessible data. 

The most measurable diagnostics are sometimes referred to as 'hard' measures. Hard 

measures can be derived from direct response tools such as direct mail, internet 

marketing, or telemarketing. Such diagnostics can also be derived from other internai 

data "such as sales pipeline data, win rates, budget management, and positive press and 
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analyst coverage" (REVERS, 2004, p. 8). These measures act as a gauge to provide 

evidence of marketing efficiency. 

While hard measures can be appreciated for their objectivity with regards to measuring 

marketing efficiency, they are generally insufficient for also understanding marketing 

effectiveness: "the lack of relative satisfaction in these areas [ ... ] has to do with the fact 

that while they generate a great deal of data, it is not always c1ear which data is the most 

relevant, or how it relates to the success of the marketing effort and a repeatable, 

scalable model for success" (MEASURES, 2004, p. 9). 

Less easily measured, but representing a very sizeable portion of marketing spending are 

the softer elements that track branding, channel marketing, sales and marketing 

collateral, and advertising. The softer measures serve to substantiate the intelligence 

gathered via hard metrics: "they help to provide marketing and executive leadership with 

a more holistic view of marketing's effectiveness" (REVERS, 2004, p. 8). 

Soft diagnostics are sometimes based on survey-driven or qualitative data such as quality 

of leads, client loyalty, marketing touch points, or employee satisfaction. They can also 

be based on third party data such as brand awareness. Two of the most important softer 

diagnostics for "b-to-b marketers are purchase consideration and purchase 

recommendation, both of which indicate a propensity to buy a product or service" 

(MADDOX, 2003). 

Derivatives are trends, "eg sales this year as a percent of last year's. Most [managers] 

will wish to look at trends rather than snapshot metrics and will want to know about how 

the trends are changing" (AMBLER, 2000, p. 61). Tracking derivatives can deliver a good 

sense of market movements such as which markets are most lucrative and how many 

can be reached. 

For example, changes in market share by both volume and value over periods of time 

provide insight into the maturity of a market and a brando Sales trends among major 

brands are a standard measure of competitive strength. Customer retention and churn 

over time can be an indication of future earnings as well as trends for new products and 
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services-such as the percentage of sales of products launched over a specific time 

period (DAVIDSON, 1999, p. 769). 

3.4 Financiai versus non-financial measures 

Success metrics are generally classified as either financiai or non-financial. Measures 

may be financially derived from the profit-and-Ioss account, from the marketplace, or from 

non-financial internai sources (STEWART-ALLEN, 2004). 

For the most part, marketing performance measures are classified as non-financial. 

However, movement "toward [more sophisticated] 'input' measures such as marketing 

audit, implementation and orientation, and toward using multidimensional measures such 

as efticiency or eftectiveness" enable marketing to ofter insight on corporate performance 

that is not 'traditionally available through strictly financiai measures (AMBLER, ?, p. 2). 

The figure below demonstrates how marketing measures have moved from financiai to 

non-financial measures, from output to input measures, and from uni-dimensional to 

multi-dimensional measures: 



Input measures 

Non-financial measures 
o Customer satisfaction 
o Customer loyalty 
o Brand equity 

Single FinanciaI Output 
Measures 
o Profit 
o Sales 
o Cash flow 

Multiple measures 
o Marketing audit o Marketing audit 
o Marketing 

implementation 
o Market orientation 

o Efficiency / 
effectiveness 

o Multivariate analysis 

Figure 5 - The expanding domain of marketing performance measures 

Source: CLARK, 1999, p. 714 
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Historically, financiai analysts undervalued the importance of marketing information as a 

window toward improved corporate transparency, relying completely on financiai 

measures such as sales and profit in order to provide some gauge of the success or 

failure of marketing effort. At the same time, financiai reports didn't offer a 

comprehensive view of corporate performance either. A 1998 statement from 

PricewaterhouseCoopers illustrated weaknesses inherent in financiai reporting with 

regard to marketing performance: 

The generally accepted accounting principies [ ... ] don't allow for 
some of the prime drivers of corporate success - investments in 
intangible assets such as know-how, patents, brands, and 
customer loyalty' [ ... ] 'There is a paucity of forward looking 
information' [ ... ] 'The biggest gaps [in corporate reporting] tend to 
occur in the non financiai measures, such as customer satisfaction, 
and product quality, where there are no standards or yardsticks for 
measuring performance.' 
(DAVIDSON, 1999, p. 761) 
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While understanding the profit and loss impact of a marketing investment is a basic first 

step in evaluating performance, profitability measures and their financiai complements 

are static and backward looking: "[t]he profits a firm sees today are the result of past 

marketing efforts stretching over years, if not decades [ ... ] Generally, financiai measures 

may be poor indicators of the future" (CLARK, 2000, p. 359). 

Today, "recognition of the importance of non-tangible assets as drivers of corporate 

growth is increasing. 'Quality, customer satisfaction, innovation, [and] market share [ ... ] 

often reflect a company's economic condition and growth prospects better than its 

reported earning'" (DAVIDSON, 1999, p. 759). Analysts now accept the value that 

marketing offers in terms of providing some insight into future performance. While 

financiai reports relate past performance, marketing-with its inherent ties to customers 

and partners, new products, and ongoing competitive awareness-is about the future of 

the organization. 

In fact, sUNeys of financiai analysts indicate that they value market share and market 

growth as highly as primary financiai metrics. I nformation on new product development 

(NPD) and R&D investment is also deemed of high value; even a firm's statement of 

strategic goals is seen as key in evaluating corporate performance. As a result, it's more 

common than in the past to find marketing metrics captured in financiai reports as 

"[i]ntangible assets such as brands, technology, competencies, [corporate cultures,] and 

customers have become increasingly important measures of corporate performance" 

(DAVIDSON, 1999, p. 759-760). 

Below is a list of factors driving the importance of non-financial measures in corporate 

reporting: 

1) The switch from seller power to buyer power as most technology markets are 
suffering from overcapacity today 

2) The growth of seNice sectors, such as software and Internet seNices, which are 
comprised of few tangible assets (primarily people and competencies) that can be 
quantified 
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3) The rate and speed of change in the technology industry means that future 
prospects are often more important than historical performance in company 
valuations 

4) The increasing emphasis on customer relationship marketing as a process for 
developing and managing assets such as customer relationships, customer 
loyalty, and retention leveis 

5) The evolving dynamism of distribution channels, which are changing rapidly, is 
being affected by the rise of the Internet, growth of direct selling, and mergers 
among retailers and distributors 

6) New approaches to corporate performance measurement: balanced scorecard is 
the most notable recent attempt to provide a measurement system which 
integrates financiai and non-financial measures 

7) Progress has also been made in valuing brands, both for internai and externai 
reporting 

Source: DAVIDSON, 1999, p. 760-761 

How well are marketing metrics-such as market trends, share, new product 

development, and R&D investment-represented in financiai reports? Surveys indicate 

that analysts are satisfied with available financiai reporting, but 60% find the adequacy of 

information reported on marketing measures poor (DAVIDSON, 1999). For that reason, 

some technology companies are adopting marketing measures as a component of 

financiai reports. 

Griteria for inclusion in financiai reports include importance to analysts, practical ability to 

report, importance to management, economic importance to the organization itself. 

8elow is a list of marketing metrics that fit the criteria: 
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Table 2 - Top 10 marketing metrics likely to have value for company reporting 

Econ 
Overall Importance Importance Ability to importance 

Metric ranking to anal~sts to mgmt ree°rt to firm 
Market trend (%) 

High High High High High 

Market share (%) 
High High High Med High 

Major brand trends 
High High High High Med 

Customer retention 
Med Med Med Med Med 

leveis {%} 
New prods/svcs as Med High Med Med Med 
% of sales 
Unit volume trend 

High High High High High 

R&D spend as % of 
Med High Low High Med 

sales 
Capex as % of 

High High High High High 
sales 
Mktg spend as % of 

Med Med Med Med Med 
sales 
Distribution trend 

High Med Med High High 
~%~ 

Source: DAVIDSON, 1999, p. 757 

3.5 Selecting measures 

One of the most challenging steps of implementing MPM is determining which measures 

to select. There are a wide range of divergent marketing activities to measure and many 

ways to measure them. Marketers should align processes with objectives, first 

considering the end-game of a marketing initiative before attempting to define the 

measures. In other words, by defining the expected outcome, marketers can select 

measures that will align resources, spend, and decision-making to enable the 

achievement of that outcome (BOUCHARD, 2004). 
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Given the nature of their products and the industry, "[b]usiness-to-business companies 

[ ... ] have a very narrow range of marketing measures available to them, which 

exacerbates the focus on spend" (WOODBURN, 1999, p. 792). Generally speaking, 

"spend-based measurement is only very loosely linked with results: it is meaningless 

without performance measurement, and makes no contribution to performance 

improvement" (WOODBURN, 1999, p. 792). For this reason, high technology companies 

should consider some of the broader marketing measures adopted by other industries. 

A question on the mind of some marketers is how to efficiently report performance of 

multi-channel activities, while keeping the reporting process manageable. To address 

this concern, marketers generally "seek a small set of metrics each of which is necessary 

(no redundancy) and, taken together, are sufficient both to monitor the immediately past 

performance and to predict the future" (AMBLER, ?, p. 22). One never hears a manager 

speak only of a single metric. Rather, "[m]ultiple measures are inevitable but more than a 

dozen or so are hard to comprehend" (AMBLER, ?, p. 22). 

3.6 Metrics 

The definition of a metric is a "performance measurement that top management should 

review. It is a measure that matters to the whole business" (STEWART-ALLEN, 2004, p. 

14) and should be "necessary, precise, consistent and sufficient (ie comprehensive)" 

(AMBLER, 2000, p. 61). There are no universal categorizations for metrics in high tech 

marketing. Rather, the categories "are determined by the nature of the business" and the 

objectives at hand (AMBLER, 2000, p. 62). 

Below are some basic principies for selecting metrics. Ali metrics: 

• Should support stated objectives, strategies, and goals 

• Can be directly impacted by marketing management 

• Can be measured in a cost effective and timely fashion 

• Reflect key dimensions of marketing performance 
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• Enable performance benchmarking with industry competitors and best-in-class 

companies 

Source: ROSE, 2004 

The following sections ofter a few examples of key marketing metrics in use by firms. 

3.6.1 Market share 

Arguments for closely measuring market share are "[b]ased on research by the Boston 

Consulting Group and the Profit Impact of Market Strategies project, and fueled by 

competition from Japanese firms that emphasised market share" (CLARK, 2000, p. 359). 

Pioneered in the semiconductor industry, the notion is that firms will compete to achieve 

high unit market share that willlead to economies of scale and long-run profitability. 

In arder to accurately measure market share, it is criticai that a firm correctly identify its 

oompetitive set. Even with the competitive set correctly scoped, market share is best 

deployed only as "a check on sales growth figures. Company sales growth should be 

viewed in the context of industry sales growth: the prognosis for firms growing faster than 

their industry (rising unit share) difters from the prognosis for those growing slower than 

their industry (falling unit share)." (CLARK, 2000, p. 359-360). 

Fram a managerial perspective, raw market share is a rather crude metric: "exclusive 

focus on beating competitors implied by market share measurement can actually lead to 

economically irrational behaviour by firms" (CLARK, 2000, p. 359-360). As a result, over

emphasis on market share as a performance measure can be problematic as there is no 

"universallink between market share and long-term profitability" (CLARK, 2000, p. 359). 
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3.6.2 Innovation 

A company's ability to innovate is one of the more promising non-financial measures to 

examine: "As business environments change, firms must have the ability to change with 

them [ ... T]he ability to adapt or innovate has been proposed as one of the cornerstones 

of marketing strategy" (CLARK, 2000, p. 360). Likewise, through the process of 

innovation, marketing departments can demonstrate their role in developing customer 

knowledge and driving new product concepts based on that knowledge. 

lhe crux when measuring innovation is the quality of innovation, not the quantity: "Having 

a large research and development budget is not enough for long-term success, and 

correspondingly, measures such as R&D spend as a percentage of sales are of Iimited 

usefulness" (CLARK, 2000, p. 360): 

Indeed, many large firms today suffer from an excess of attempted 
innovation, or 'initiative overload'. lhe three phases of innovation 
(creativity, development and implementation) require different 
skills. Culture (the way things are done) and process (what is 
done) are merely enablers, not drivers. 
(AMBLER, 2000, p. 64) 

lhere are two broad questions that mark innovation health, "ie how good your firm is at 

achieving the kind of innovation you want" and U[h]ow well attuned the staff are to 

understanding what the firm is trying to achieve and how committed they are to doing it" 

(AMBLER, 2000, p. 64). According to this second question, the firm's employees are its 

first customers: "If they do everything right, they will take care of externai market place 

issues, including the end user" (AMBLER, 2000, p. 64). 

lechnology companies "have emphasised measures such as percentage of sales 

coming from new products and number of successful new product launches in a given 

time period" (CLARK, 2000, p. 360). lhe value of measuring the proportion of sales 

attributable to recent innovations is that companies are recognizing only those instances 

in which they were able to commercialize their innovations. In this way, the marketing 

innovation process can be distinguished from simply measuring the dollar investment in 

research and development or the number of research heads dedicated to innovation. 

B'BLlOTEC~\ f\!\Rl A. BOEDECKEP 
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3.6.3 Customer satisfaction 

Building on the concepts of relationship marketing, the "intuition that satisfied customers 

are likely to be both loyal and profitable has proved powerful, so powerful that mixed 

empirical evidence regarding the impact of customer satisfaction on overall business 

performance has to some extent been ignored" (CLARK, 2000, p. 362-364). The 

objective of measuring customers is to track "the strength of customer relationships, 

primarily through the vehicles of [ ... ] satisfaction and loyalty" (CLARK, 2000, p. 362-364) . 

Customers are satisfied when their experience with a product exceeds their expectations 

regarding the product. The ability to quantitatively scope expectations and experience 

rises from recent developments in database marketing. Sophisticated analytics and data

mining enable new "models of satisfaction, notably including models that separate 

different forms of satisfaction (eg satisfaction with the product versus satisfaction with 

information regarding the product)" (CLARK, 2000, p. 362-364). 

Marketing managers seeking to establish measurement practices at their firm should start 

by identifying the attributes that are most important to customers and attempting to gauge 

those leveis of satisfaction. By understanding customers' goals, firms can track success 

by how well they are helping clients through multi-step scenarios that lead them to their 

goals (VANBOSKIRK, 2001). Surveying prospects or customers of competitors who are 

not current customers of the firm further reveals leveis of satisfaction in context with 

competing products. 

3.6.4 Marketing orientation 

Firms oriented toward changes that take place in the market will over time be more 

adaptive to fluctuations in the market. Measuring a firm's marketing orientation requires a 

"generation of intelligence about customers and competitors, dissemination of this 

intelligence within the firm, and organisational responsiveness to this information" 

(CLARK, 2000, p.361). Research in this area suggests that companies that dedicate 
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resources to actively addressing the needs of the market and its movements will, "in the 

long run, be successful in innovation and overall business performance" (CLARK, 2000, 

p.361). 

However, evidence of a connection between a firm's market orientation and its business 

performance can be difficult to decipher due to the time lag between market changes and 

a company's adaptation. It can be argued that "market orientation is as much an 

outcome of company culture as it is company behaviour. Cultivating this orientation is 

therefore a long-term proposition for most organizations" (CLARK, 2000, p.361). 

Managers attempting to measure in this area should start with metrics for ali customer

facing areas of the organization. These can be balanced with innovation measures that 

demonstrate how quickly the company is addressing customers' needs. 

3.6.5 Marketing assets 

The outcome of marketing activities is not merely sales and profits, but also the creation 

of other long-term assets that may be leveraged over time, such as a loyal customer 

base, differentiated distribution capability, particular human resources, market knowledge, 

or a brand: "[i]n accounting terms, of course, an asset is a balance sheet item, whereas 

most marketing activities traditionally appear [as an expense] on the income statement" 

(CLARK, 2000, p. 362). 

The valuation of marketing assets and how and when to report them is the subject of 

debate. The significance of brands has attracted particular attention with regards to 

marketing assets. Managerially, a useful approach to asset measurement is to track 

changes in the health of an asset over time: "[f]or example, changes in brand awareness 

and attitude toward the brand within the target market can be important indicators of 

future marketing threats or opportunities" (CLARK, 2000, p. 362). 

Measuring the size of the customer base can be another approach to sizing the brando 

For example, B2B companies can measure the effectiveness of their brand campaigns at 

the account levei: an account penetration index measures the number of active contacts 
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that the company has for a specific organization, representing the total target-able contact 

list for a target account (REVERS, 2004). 

A secondary index is the permission index, indicating how many contacts of this 

organization have given their permission to enable the firm to send marketing 

communications-which can be a fair assessment of effective brand reach (REVERS, 

2004). 

The third account interaction index indicates the number of active interactions that the 

company has had with the organization and a contact. This measure has two parts: the 

pull index and the push indexo Each index can indicate the number of times a prospect 

interacts with the company through various channels and is a metric that should be 

tracked regularly. The interaction index can be a gauge of brand recall (REVERS, 2004). 

Attempting to determine the cash value of a marketing asset, on the other hand, is likely 

to be much more challenging. Third party valuations of brands based on future earnings, 

such as the Interbrand12 and BusinessWeek13 ranking of the best global brands, provide 

a measure for companies with more than US$1.0 billion in sales and a third of sales 

overseas. However, defining a causal link between a brand and its role in determining 

future earnings (which are the criteria for a significant portion of the Interbrand and 

BusinessWeekevaluation process) is sketchy at best (GLOBAL, 2004). 

3.7 List ·of metricsin use by firms 

The following table provides a list of marketing measures currently in use by firms. This 

list may serve as a reference for determining what measures to include in any 

implementation of MPM: 

12 Interbrand is a global agency offering services in brand research, valuation, strategy, naming, 
design, alignment, and integrated marketing. The firm publishes an annual ranking of the 100 best 
~Iobal brands by dollar value. 
3 BusínessWeek is a weekly business magazine with a circulation of nearly 5.6 million readers 

worldwide. The magazine has partnered with Interbrand since 2000 to publish the annual ranking of 
leading brands. 
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Table 3 continued - Marketing performance metrics 

a) Market data 
Relative 
market . 
performance 

b) Customer 
performance 

c) Innovation 

d) Operational 
efficiency 

e) Human 
resources and 
competencies 

o Market size 
o Unit volume trend 
o Market share (volume) 
o Market share (value) 
o Market share mix by major 

market segment (value) 
o Profit contribution 
o ROI/ROAlROS 
o Market trend 

o Number of customers 
o New customer trend 
o Customer retention/churn 
o Customer complaints (levei of 

dissatisfaction) 
o Relative quality 
o Relative value 
o Penetration of target market 

o New productlservice output 
o New products/services success 

rate 
o New products/services launch 

in the period as % of sales 

o Capacity utilization 
o R&D productivity 
o Higher prices 
o Stock returns 

o % employee turnover 
o % employees participating in 

share purchase or profit 
sharing programs 

o Relative price leveis and trends 
o Sales by major brand (value) 
o Split of sales by major 

distribution channel (value) 
o Sales growth 
o Standardized (regionally 

adjusted) marketing dollars v. 
total accessible market (T AM) 

o TAM per unit sold 

o Customer service leveis 
o Customer satisfaction 
o Consumption per capita (value) 
o Would recommend brand to 

others (%) 
o Repeat purchasing trend 
o Frequency, recency, amount 

and type of purchases 

o Partnerships, acquisitions, 
licenses 

o Revenue of new products 
o Margins of new products 

o Awards 
o Met goals/perceived 

effectiveness 

o Training spend as % of sales 
o Employee satisfaction 
o No. of patents 
o Employee surveys regarding 

market orientation 
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Table 3 continued - Marketing performance metrics 

f) Investment o R&D spend as % of sales 
o Capital expenditure spend as 

% of sales 
o Advertising spend as % of 

sales 

g) Branding o Awareness, recognition, 
preference 

o Purchase intent 
o 8rand value 
o Brand strength 
o Reach 
o Uniqueness of image 
o Perceived difterential 

h) Distribution o Levei 
o Trend 

o Total marketing spend as % of 
sales 

o T echnical support to customers 

o Relative perceived quality 
o Loyalty/retention 
o Total number of customers 
o Customer satisfaction 
o Relative price (market 

share/volume) 
o Market share (volume ar value) 
o Perceived quality/esteem 
o Complaints (levei of 

dissatisfaction 
o Awareness 
o Distribution/availability 

o Channel mix 
o Channel trend 
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Table 3 continued - Marketing performance metrics 

i) InternaI 
marketing 
metrics 

Strategy 
o Awareness of goals (vision) 
o Commitment to goals (vision) 
o Active innovation support 
o Resource adequacy 

Outcomes 

Marketing investment 
o DoI/ar investment: program v. 

people 
o Marketing spend as % of 

revenues 
o Program dol/ars per marketing 

head 
o Number of initiatives in process o Dol/ars spent in-house v. 
o Number of innovations outsourced 

launched o Marketing and headcount mix 
% revenue due to launches during 
the period 

Culture 
o Appetite for learning 
o Freedom to fail 
o Relative employee satisfaction 
o Aggregate customer brand 

empathy (composite index of 
how wel/ employees see 
products/services as customer 
do) 
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Table 3 continued - Marketing performance metrics 

j) Program 
metrics 

Advertising 
o Awareness 
o Perception 

Direct marketing 
o Number of qualified leads 
o Cost per lead 
o Conversion rate 

Events 
o Number of qualified leads 
o Cost per lead 
o Costperattendee 
o Brand recognition (before and 

after) 
o Intention to buy (before and 

after) 

Field marketing 
o Revenue to cost (ROI) 
o Number of qualified leads 
o Conversion rate 

Lead generation 
o Cost per lead 
o Conversion rate 
o Number of qualified leads 

Online 
o Cost per impression 
o Page views 
o Session time 

Partner marketing 
o Revenue to cost (ROI) 
o Number of leads delivered to 

partners per period 
o % of joint dollars over total 

budget 

Press relations 
o Number of placements 

(positive or negative trend) 
o Inquiry generation 
o Cost per message 

Print: Cost per thousand reached 

Source: DAVIDSON, 1999, p. 765-766; AMBLER, ?, p. 3, 9, 19; CLARK, 2000, p. 365; 

STEWART-ALLEN, 2000, p. 14; AMBLER, 2000, p. 65; FRANCISCOLO, 2004. 
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4 APPROACHES TO MPM 

There are a number of different ways to go about marketing 
measurement. Start by just getting your data together and 
using it make decisions on day to day operations. Vou can 
create two-dimensional tools and metrics and figure out if the 
business is running smoothly, reporting it ali out on dashboard 
structures. 

Then you can move up to predictive-type modeling tools that 
allow you to do scenario and sensitivity analysis. Econometric 
modeling is the route for most organizations. 

- Marketing Analytics Manager 
(FRANCISCOLO, 2004) 

Industry analysts, corporations, and researchers are attempting to establish best 

practices for marketing measurement. Fortunately, new systems and robust data 

management and analytical tools are providing managers with easier access to data and 

enabling a causal link between marketing effort and its outcomes. Equipped with 

behavioral levei detail (rather than simply attitudinal), point-of-sale (POS) data, CRM 

systems, and software technologies that enable communications with the target at 

multiple points during the decision process, marketers can now track not only the path to 

purchase, but customer behavior after purchase as well. 

This section outlines a few noteworthy approaches to measuring diverse aspects of 

marketing. It is not the purpose of this chapter to suggest that marketing managers 

should adopt these approaches or that these approaches represent standards. Rather, 

examining these approaches provides insight into the breadth and complexity of MPM. 

Studying their benefits and faults is informative when planning how to customize 

measurement processes for individual organizations. 
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4.1 Market-mix modeling 

Market-mix modeling is a solution to the challenge of measuring multi-channel advertising 

initiatives that involve multiple media, messages, and geographies. The process maps 

cross-channel media buys against sales with the objective of quantifying how ads and 

promotions drive sales. 

Marketing uses such modeling to perform mix optimization-a decision process in which 

the manager determines how to allocate a brand's annual budget across and within the 

components of the mix: media, advertising, promotion, public relations and trade 

spendinglprograms. At a basic levei, mix optimization can be used to determine the best 

media mix and amount of media to purchase for optimal marketing returns (COLLlNS, 

2004). 

For example, market-mix modeling can help companies determine how eftective media is 

at generating sales. A company may "recognize that rather than increase spending, it 

could shift money from its trade budget to [ ... ] promotions in order to achieve optimal 

results" (VANBOSKIRK, 2001, p. 6). Meanwhile, a competitor, without such detailed 

insight into its media performance, would have to increase marketing spend to match the 

results of optimized firmo 

Market-mix models have three basic steps: 1) An analyst or externai consultant overlays 

sales data with marketing activity data to determine what sales lift each element of the 

media mix contributed. 2) The process considers sales lift per medium against cost to 

determine ROI of each media buy. 3) Market-mix models use technology to optimize 

media buys based on ROI analysis (VANBOSKIRK, 2001). 

Besides their cost (reliance on an externai vendor can push costs as high as US$200,OOO 

per report), market-mix models have other major shortcomings: they lack relevance 

without robust data from the point of sale. In this sense, the systems providing the data 

for the analysis are a core determinant in the accuracy of the models developed. Also, 

they may not be appropriate for ali organizations: "market mix models [ ... ] correlate 

marketing primarily with sales, instead of measuring how marketing moves customers 
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through the buying cycle" (VANBOSKIRK, 2001, p. 6-7). Companies that have long, 

complex buying cycles and perhaps just a single, direct sales channel may not glean a 

benefit from this approach. 

4.2 Reaction marketing 

Reaction marketing leverages the advantages of market-mix models to enable marketers 

to track reactions along the buying cycle. It's the process of tracking the behaviors and 

attitudes that a customer exhibits when influenced by a unique marketing event. In other 

words, with reaction marketing, marketing output is matched against the outcomes of 

marketing effort in order to understand the changes in actions or attitudes along the 

buying cycle that result from specific programs. 

As a result, the marketing department can adapt its process of planning and media 

buying on the fly: "To really determine what marketing works, marketers must shift their 

mind sets to reaction marketing, and establish metrics, plan and buy media, and evaluate 

marketing performance within the context of a customer's buying cycle" (VANBOSKIRK, 

2001, p. 7). Enabled by dynamic response management capabilities of digital marketing 

solutions, marketers can buy smarter, "adjust[ing] their media buys in real time to meet 

changing market conditions" (VANBOSKIRK, 2001, p. 11). 

The table below demonstrates differences between traditional marketing planning and 

marketing planning with reaction marketing: 
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Table 4 - Using reaction marketing to redefine planning and measurement 

Traditional marketing planning 
process 

Mindset Uses marketing primarily to 
drive awareness 

Metrics Uses reach and frequency to 
estimate how many people 
saw a marketing message 

Media buying Done using reported media 
reach and previous years' buys 

Who is involved Relies mostly on marketing 
department and agency input 

Flexibility Generally buys media once a 
year during annual planning 
and budgeting cycle 

Source: VANBOSKIRK, 2001, p. 7 

Reaction marketing planning 
process 

Recognition that marketing 
influences how customers move 
through the buying process 
Tracks customers specific reactions 
to marketing events to tie marketing 
efforts to concrete business goals 
Done on a case-by-case basis 
according to what influences a 
customer to complete a desired 
action 
Incorporates feedback from ali 
customer-facing departments, 
including customer service, site 
design, and sales 
Constantly monitors customer 
reactions and optimizes media on an 
ongoing basis 

There are a number of basic steps to reaction marketing: 

Thefirst step is to map out customers' purchasing processes, evaluating how marketing 

affects customers' actions. This step doesn't have to rely on externai strategists or 

creation of new systems. Rather, a firm can start by mining existing data that is already 

being collected and is readily available, such as Web site usage or lead volume. These 

can serve as initial gauges of reactions to marketing events. Using this data, marketers 

can then begin to identify what media is not effective at driving reactions, filtering what 

behaviors and attitudes that define purchase decisions. 

The next step is to define reaction metrics that are of value to track, as there may not be 

value in attempting to track customers' every reaction. Rather, efforts should be focused 

only on those actions that cause a customer to move forward in the buying processo An 

analytics application can help marketers make better media decisions here, simplifying 

the "complex task of scrutinizing multiple media across a number of reactions" 

(VANBOSKIRK, 2001, p. 11). 
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In this process, obviously, collecting customer data is a top priority: "Marketers should 

use any resource that can provide them with insight into their customers' purchase paths 

and reactions" (VANBOSKIRK, 2001, p. 13). Third party brand information or simple 

inexpensive online surveys can likewise provide depth into customers' opinions: "And 

because customers' offline behaviors can be vital in determining which reactions are the 

most important to track, dust off the results of last year's focus group" (VANBOSKIRK, 

2001, p. 13) or customer council results. 

Here, it's good to also "[e]xamine traditional metrics in a reaction contexto Reaction 

marketing doesn't render ali current ways of measuring marketing obsolete" 

(VANBOSKIRK, 2001, p. 13). In fact, traditional brand marketers "should use existing 

brand metrics like 'aided or unaided recaI!' as a reaction metric to branding campaigns to 

determine where a customer is along the buying cycle" (VANBOSKIRK, 2001, p. 13). 

The figure below, adapted from Forrester, demonstrates the first two steps to 

implementing reaction marketing: 

1 Map out customen' purchase path 

Example of a customer's purchase p8th 

Awareness ---~" Consideration ---,---" Preference ---_o Purchase ,\ 

2 Idemtify reaction metrics that 
accomplish business 90als 

Mix of current media distributing 
the message: 

50% Print 
30% Trade show 
20%Web 

Rcuults: 
Number of visits to competitors 
decreased by 30% 

I" 

r 
I 

\ \ 

l\ 
\ \ 
\ \ 
\ \, , "-

~--~\ \----------

i 
i • Reaction metric: Track the percent of customers 

I whovisit competing sites before or after visiting 
, ours 
I • Marketinq effort: (reate a campaian with the 
, i 
~, offer of discounts for first-time buyers J 

-----.,,-~.~~~ -_. __ .. _-. __ .....-/. 

Figure 6 - The first two steps of reaction marketing 

Source: VANBOSKIRK, 2001, p. 9 
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The final step is to focus on optimizing media plans and media buying based on what's 

driving reactions: 'With reaction metrics as their guide, marketers can choose the media 

buys and mix that best trigger desired reactions in their customers, rather than buying 

media based on reach and frequency" (VANBOSKIRK, 2001, p. 8). The figure below 

demonstrates the final step in reaction marketing: 

3 T ~st ~ffe<::tjventis to optim ize m~dja buys 

A. Static results B. T~st dífferent media mixes C. Do a cost/benefit analysis 
(hypothetical examplel (from abov~) 

50% Print 
30% Trade show 
20%Web 

Results: 10% decline 

1. Shift print to Web 

30% Trade show 
70%Web 
Results: 30% decline 

Cost per Costl 
thousand Results' reaction·" 

Trade $5;000 15% $33.40 
Show 

2. Shift trade show to Print $250 5% 
Web 
50% Print 
50%Web 
Results: 15% decline 

Compare results 

• This example shaws results for one reaction, 
but some media drive more than one reaction 

Figure 7 - The third step of reaction marketing 

Source: VANBOSKIRK, 2001, p. 9 

,o,. 

. ~- .. ~~ .. .-

Web $5 10% $0.05. 

~" ~; ... ~'c': 

Consider results against cost 

•• To determine the true (ost per reaction, 
marketers should do a cosVl>enefit 
analysis for each reaction driven, Total cost 
per reaction equals the slIm ofthe cost per 
.:ach reaction 

In order to leverage the benefits of reaction marketing in the planning and media buying 

process, it's important to define clear reaction metrics with agency partners: "Reaction 

marketing uses proprietary customer and prospect data, not the market metrics currently 

used by agencies -- or competitors -- to plan media buys" (VANBOSKIRK, 2001, p. 13). 

Since the agency can never understand the firm's customers as well as the corporate 

marketer, firms "should take the lead in defining their customers' purchase paths and 

establishing the reaction metrics to which their media buyers will be held accountable" 

(VANBOSKIRK, 2001, p. 13). 
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Marketers can then use the reaction metrics to bargain for more flexible media. Rather 

than getting locked in to "television buys that must be purchased months in advance, 

marketers negotiate media buys that can flex with changing business needs or as shifts 

in customer reactions demand it" (VANBOSKIRK, 2001, p. 13). 

4.3 Correlative measurement 

The purpose of correlative measurement is to improve the tracking of key marketing 

diagnostics beyond hard program data points, such as direct response variables (NAIL, 

Sept. 2002, 10), or softer indicators that have no ties to revenue-such as awareness 

and purchase intent (NAIL, Sept. 2002, p. 10). The goal is to graduate to more specific 

indicators tied to business objectives, stepping beyond basic reporting to modeling and 

forecasting. 

As technology makes more data available on a timely basis, marketers use correlative 

measures to forecast results rather than just report them after the fact. l1's an obvious 

fact that "after-the-fact calculations on the success of a program bode poorly for budget 

p/anning" prior to the campaign (NA/L, Sept. 2002, p. 12). 

There are a couple steps to correlative measurement: first, marketers identify high-/eve/ 

business goa/s of their efforts. /n other words, they look at their programs from a 

business-Ieve/ (corporate objectives) point of view rather than just a programmatic 

(efficiency or effectiveness) point-of-view. Through this process, they'II comprehend the 

marketing, financiai, and environmenta/ aspects of their operations. 

Next, marketers "assemb/e a 'who/e view' marketing database" (NA/L, Sept. 2002, 10). 

Sometimes called, '360 degree view of the customer,' this phase invo/ves pulling data 

from every avai/ab/e customer touch point from sales to customer service to tech support 

to even marketing output. Such data may be difficult to consolidate the first time, as in 

most companies it is si/o-ed throughout the organization in ERP, CRM, financiai, 

marketing systems, and managers' laptops. 
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Finally, intelligence from the marketing database is applied to the development of pre

campaign scenarios that model market behavior. Statistics are used to refine multiple 

scenarios accommodating different marketing mixes and spending leveis. Analysts 

assume different weights and sales volumes across multiple markets and use regression 

to sift out irrelevant factors while compensating for geographic or brand development 

factors. 

These models are tested and refined over time through feedback from marketing 

program deployment. Systems are implemented to capture real-time data and apply that 

to optimization of marketing programs. Over time, the firm develops data practices to 

support new metrics as the process grows in sophistication. Rather than only delivering 

basic after-the-fact reporting, the analyst adds new value to the marketing organization by 

locating the right data, organizing the data to make it useful, and designing 

methodologies that create new insights for forecasting. 

The Forrester chart below provides a framework for implementing correlative 

measurements. The first column identifies the tasks involved and the second and third 

columns the difficulty levei of implementing and resource requirements. The final two 

columns denote whether such systems can be created in-house and suggest vendors for 

externai resources: 



Task 

Define 
metrics 

Identify 
data 

Assemble 
data 

Model 
behavior 

Test 
media 
mix, 

Optimize 

Fore<:ast 
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Difficulty Key participants 

~ ~.," 11 .' '" .,~'I Develop e;.0 .~~ i .;..~ ~<:' Il-"" ' in-house 
(S'<:' ~<:' ~.:: I Il-~ ~fl;~.$' I or 

"Il- O~ (,0 i ~~ ~~ <õ~ ~ joutsource Vendors/resources 

,Low Med. Low ../ ~ I In-house N/A 

; Low High Med. 

t 
i 

I 

I
ln-house 

../ or 

l°utsource 

Internai: marketing, finance. 
sales systems. Externai: 
CMR, IRI, Polk 

/Med. 

I 
High Med. ../ ~ ../ ~ loutsource 

Epsilon, Experian, Seurat, 
Veridiem 

I 
iMed. 

I 
I 
I 

IMed. 

I 

I
Hi9h 

Med. Med., 

I 

Med. High 

High Med. 

Med. Med. 

I 
~ ~ ../ Iln-house 

Hudson River Group, 
Knowledge Networks, 
Marketing Analytics, 
MMA,SAS , 
Beyond Interact~e~-H~-rm~nic, 

../. Outsource MMA, Starcom MediaVest 
Group 

Iln-house 
../ I CentrPort, Veridiem, 

or Marketswitch; Seurat 
outsource 

Harmonic, Marketswitch, 
In-house Veridiem 

- --.-- --~-
"Denotes the relative cost at each step. Actual costs vary widely depending on the number of data 
resources,. the relevance of the data, and the effort required to prepare the data. 

Figure 8 - Correlative measurement roadmap 

Source: NAIL, Sept. 2002, p. 10 

4.4 Integrated marketing scorecard 

Based on the balanced scorecard concept used in other functional areas such as 

operations and manufacturing, the integrated marketing scorecard provides a 

measurement tool offering a comprehensive view of data tracked among decentralized, 

multi-channel marketing programs. The scorecard uses a "set of quantitative metrics 

across predefined categories that accurately measure return on marketing and other key 

performance indicators, communicating complex information at a glance" (REVERS, 
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2004, p. 4). The scorecard is balanced with other corporate scorecards by tying key 

metrics of marketing performance to a company's primary corporate objectives. 

In order to populate scorecard data, marketing managers utilize both 'hard' and 'soft' 

metrics "from internai and externai sources weighted, organized by category, and rolled 

up into a single overall ;score for the entire marketing function while allowing specific 

categories and trends to be analyzed" (REVERS, 2004, p. 5). The roll up process 

aggregates the quantitative results of various projects or programs into a single 

dashboard but also allows senior managers to drill down for specific details. 

Rolled up measurements are featured by "a single score, indicating the percentage of 

goal atlainment. Color coding in reporting easily identifies for the viewer what actual levei 

of performance is achieved" (REVERS, 2004, p. 7). For example, 'outstanding' 

performance can be highlighted in blue, 'superior' performance in green, 'good' in ye 11 ow , 

and 'below average' or 'needs work' in red. An important aspect of the scorecard is that it 

remains a process simple enough to show results and ensure adoption and participation 

by users, but also scales with marketing operations as they grow and adapt to market 

conditions. 

Given the cross-functional sources of data to track, the entire enterprise must be 

commitled to making the scorecard program a success. Therefore, the marketing team 

responsible for monitoring such a project reports early successes at implementation and 

then sets up regular progress reports to update executives and the board on a consistent 

basis. Monthly or quarterly reporting keeps ''top management informed on a regular 

basis of how well marketing is performing against corporate goals. As well, everyone in 

the marketing organization has the scorecard's goals in their performance goals to 

ensure" organizational eftectiveness (REVERS, 2004, p. 9). 

4.5 Chartered Institute of Marketing Benchmarking Assessment (CIMBA) 

The CIM invested in research to determine how manufacturing-style benchmarking could 

be adopted in marketing. CIMBA is used to establish performance baselines, averages, 
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or aspirational targets with the idea that learnings for improving marketing processes 

should come from first understanding the optimum of what can be achieved. It is based 

on three very basic concepts: 1) CIMBA is a toei that can be applied to processes. 2) 

Processes must be measured. 3) Measurements must have some kind of fixed point of 

reference in order to be meaningful (WOODBURN, 1999). 

By identifying its criticai success factors (CSFs), a firm uses CIMBA to plot a map of 

drivers behind creating and sustaining competitive advantage. CSFs represent "plus 

factors, over and above the essential competence leveis which customers expect of ali 

serious players in a market" (WOODBURN, 1999, p. 782); a CSF should be thought of as 

a "key competitive advantage which would promote a company toward market leadership 

if it could be achieved" (WOODBURN, 1999, p. 782). 

Through CIMBA, a company assesses the contribution of each marketing process to 

CSFs. Only the most effective processes will enable a CSF to be achieved 

(WOODBURN, 1999, p. 782). The chart below outlines marketing processes that can be 

evaluated by CIMBA: 



Chart 2 - CIMBA marketing processes 

Strategic levei (includes marketing strategy plus hierarchically superior 
strategy) 

A. Corporate strategy 
B. Marketing strategy 
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Marketing operations (commonly executed by staff with sales and marketing 
responsibilities) 

1. Market information collection 
2. Product/service management and innovation 
3. Branding and marketing communications 
4. Market segment development 
5. Selling 

Marketing linkage with core operations (engagement of marketing with 
operations at strategic and day-to-day leveis) 

6. Management of core inputs 
7. Service operations OR production operations 
8. 'Transaction' management (routine customer contacts) 
9. Customer service and support with and after sales 

Support (enabling marketing) 

10. Resource provision 

Source: WOODBURN, 1999, p. 783 

The figure below demonstrates how, in the CIMBA framework, marketing processes link 

the corporate strategy to delivering value through its core operations: 



orp 
strat 

~arketi~~ "i ...... - ..... ---; 

LINKACE 
1 ~tb ! 

core operatiohs valué deH\leY)' chain 
I 1 

Figure 9 - Model of marketing processes in the CIMBA context 

Source: WOODBURN, 1999, p. 784 
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The CIMBA benchmarking process is carried out by an expert assessor externai to the 

firmo In the first step, participants define the CSFs: senior decision-makers use a 

workshop methodology to determine each CSF, scoring organizational dependency on 

each marketing processo Next, marketers are interviewed by the externai assessor in 

order to score the performance of each marketing processo On average, three 

perspectives are sought on each marketing process to arrive at a balanced score 

(WOODBURN, 1999). 

CIMBA participants are interviewed at their place of work, and the externai assessor may 

ask them to produce relevant documentation that supports the interviews. The assessor 

uses proprietary software to crunch and analyze the interview data: "the expert assessor 

draws preliminary conclusions from the analysis, and clarifies any preliminary conclusions 

and any anomalies with the company. The final report contains both analysis and the 

expert's interpretation" (WOODBURN, 1999, p. 788). 

The figure below captures the flow of the CIMBA process: 



Identify & Assess contribution 
weigh CSFs 

~ 
of marketing 

/ processes to CSFs 

1\ 
Identify 

participants 

1/ --------. Score 
processes 

by interview 

Figure 10 - Application of CIMBA system 

Source: WOODBURN, 1999, p. 787 

Capture ali 
data in 

analytics 
software 
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Analyse v. Feed back 

~ 
CSFs & .. effectiveness 
historical profile 

data 

lhe CIMBA approach offers a number of shortcomings: 1) lhe nature of the interview 

methodology makes CIMBA useful for occasional (perhaps annual) evaluations, but not 

for an ongoing day-to-day processo 2) Dependence on an externai assessor means 

reliance on potential/y costly externai resources and proprietary CIMBA software. 3) The 

value of CIMBA benchmarks established through this process is increased by the 

historical data in the analysis. However, without criticai industry or competitor data as 

part of thedatabase, CIMBA evaluations provide Iittle value beyond establishment of 

internai benchmarks. 

4.6 Philip Kotler marketing audit 

lhe objective of an audit is to determine if the organization is structured to support the 

marketing strategy as the "implementation of marketing strategies requires the design 

and adoption of an appropriate administrative and organisational structure" (CONNOR, 

1999, p. 737-738). lhe marketing audit process evaluates marketing inputs. Based on 

the concept of accounting audit, "the idea behind this approach [is] to assess the health of 

the marketing activities within the firm" (CLARK, 2000, p. 361). A thorough marketing 

audit consists of evaluations of each of the following components of marketing: 

environment, strategy, organization, systems, productivity, and functions (CLARK, 2000). 
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Philip Kotler's marketing rating instrument surveys the organization using "15 three-point 

scale questions to audit marketing eftectiveness of a company through a combination of 

five dimensions" (CONNOR, 1999, p. 736). Kotler's audit questions are detailed in the 

chart below: 

Chart 3 - Philip Kotler marketing audit 

Customer Philosophy - does management acknowledge the primacy of the 
marketplace and customer needs and wants in shaping company plans and 
operation? 

• Design company to customer 
• Segmentation 
• Marketing systems view 

Integrated Marketing Organisation - is the organisation stafted so that it will be able 
to carry out marketing analysis, planning, implementation and control? 

• High levei control 
• Informal interface 
• New product development 

Adequate Marketing Information - does management receive the kind and quality 
of information needed to conduct eftective marketing? 

• Information collection 
• Segment profitability 
• Marketing spend: cost-eftectiveness 

Strategic Orientation - does marketing management generate innovative strategies 
and plan for long-term growth and profitability? 

• Marketing planning 
• Strategy quality 
• Contingency 

Operational Efficiency - are marketing plans implemented in a cost-eftective manner 
and are results monitored for rapid corrective action?" 

• International marketing communications 
• Marketing resources 
• Capacity to react 

Source: CONNOR, 1999, p. 736 

To the five categories above, a new category has been suggested: organizational 

responsiveness. Organizational responsiveness incorporates not only the organization's 

knowledge and awareness of potential change, but also its willingness to address such 

change, and its abilities to exploit and withstand change. This category extends Kotler's 
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instrument with three additional variables: customer-facing structure, extent of marketing 

culture, and the capacity to be a learning organisation" (CONNOR, 1999, p. 739-740). 

With respect to customer-facing structure, "managing the customer interface for 

competitive advantage is one of a number of hidden organizational dimensions of 

marketing" (CONNOR, 1999, p. 737-738). Especially in the B2B space, relationship 

marketing is becoming a mission criticai initiative for retaining customers and increasing 

sales. Firms will have to adapt their organizations in order to achieve this metric. 

Extent of marketing "assess[es] if the company's culture exhibits shared values, beliefs 

and corporate commitment to the marketing concept" (CONNOR, 1999, p. 738-739). 

This variable captures the importance of organizational objectives to ali of the individuais 

on the team. 

Learning capacity is "management receptivity to, and absorptive capacity for, 

organisational learning in its marketing environment" (CONNOR, 1999, p. 739). In other 

words, it seeks to measure the importance of learning as an institutional part of the 

organization and a key to creating and sustaining competitive advantage. In the 

technology industry, learning through ecosystem partnerships and strategic alliances 

"should provide an even greater enhancement of a company's and its employees' 

marketing effectiveness in today's dynamic, global business environment" (CONNOR, 

1999, p. 739). 

In order to deliver real value, the marketing audit must be a thorough and intensive 

processo Such reviews are generally reserved for rather dramatic organizational changes 

(such as in the case of replacing a marketing VP or eMO). It's in this environment that an 

externai business strategist or consultant can help a marketing organization-as would 

an accounting firm in the financiai scenario-achieve an objective review of processes. 

It's less likely that marketing audit is a process for measuring marketing performance in 

an ongoing manner: "in the absence of regulatory or investor demand of the kind that 

requires independent accounting audits it appears quite unlikely [that marketing audit] 

would become a regular measurement activity of the firm" (CLARK, 2000, p. 361). 
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4.7 Web analytics 

Wflh the adventof the Internet as a critical-and in some sectors, the primary-media 

source for marketing, the area of Web analytics is no longe r explicitly the domain of the IT 

department. Rather, Web analytics are a staple of diagnostic performance measurement 

ijn nearly ali areas of marketing, from branding (hits on the Web site) to PR (articles 

published online), and demand creation (white papers downloaded or registered users, 

for -example). 

According to Jupiter Research, the marketing department is driving the use of Web 

analytics today: "Marketing is the department that's in charge of the presentation of the 

brand-the look and feel of the site. They are the ones who are making the changes to a 

si!te" (BANNAN, 2004, p. 14). Beyond making simple revisions to corporate Web sites, 

marketers are reviewing Web analytics to tweak on the fly online ad campaigns, keyword 

search programs, paid sponsorship placements, e-mail marketing, and other direct 

response media. 

lhelatest version of Web analytics tools are easier to use and integrate with other 

marketing data sources such .as e-mail marketing software, marketing content 

management solutions, or sales automation solutions. This "point is important because 

we've long recognized that online and offline affect each other, so ability to integrate the 

tools with data from offline systems can help [marketers] understand and exploit cross

channel influence" (BANNAN, 2004, p. 14). 
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Today there is an evolution taking place in the role of CMO as it 
moves from a functional job, creating marketing programs, to 
more of a business role-really driving objectives of corporate 
strategy. 

As a result, vice presidents of marketing are seeing that they 
must incorporate methodologies for accountability, 
measurement, and analytics in order to enable knowledgeable 
decision-making-to understand better where, when, and how 
to allocate resources and the outcomes of those investments. 

- Management Consultant 
(BOUCHARD,2004) 

5.1 How to get started 

When implementing processes for MPM, marketers should monitor eftectiveness both in 

terms of financiai results and the functional marketing assets: products, resources 

(budget, staft, vendors), brand, knowledge (market and customer information, know

hOw), campaigns and programs, distribution channels, data systems. In other words, 

marketing metrics should be used both to assess the health of the overall business and to 

examine the operational health of the marketing organization (CLARK, 2000; 

BOUCHARD, 2004). As performance numbers are only of value when compared to 

some baseline that indicates developing threats and opportunities, it's recommended to 

establish internai and externai benchmarks at ali leveis. 

Attempting to valuate the marketing department's contribution to sales and profits is a 

criticai first step. Marketing, as the driver for the organization's future revenues, must be 

able to clearly define its contribution to the bottom line. That's not to say that every 

marketing program should contribute to profits. However, cognizance of marketing's 
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contribution to the corporate financiai position enhances the relevance of the department 

to corporate strategy (BOUCHARD 2004). 

By tracing marketing efforts to their eventual financiai impact, marketing executives can 

build credibility with key constituencies within the firm's finance, accounting and 

budgeting groups. Marketing managers can also begin to understand the quantitative 

impact of their initiatives beyond simply covering program expenses-as corporate 

financiai results are driven by sales less (marketing) costs (AMBLER, 2000, p. 62). Given 

the priority of enhancing financiai results, every marketing plan should include a pro 

forma statement as part of its justification. 

Two of the most criticai marketing assets to monitor on an ongoing basis are the firm or 

brand's reputation and its customer base. Companies delivering in the areas of brand 

and customer base generally have stronger potential for future performance. Both of 

these assets require market research regarding current, potential, and former customers: 

"The intangible value of a strong reputation is a powerful asset for the organisation that 

has it. Conversely, a weak reputation is a constant drag on corporate potential. This 

affects not only relations with customers, but also with the investor and employee 

community" (CLARK, 2000, p. 366-367). 

Understanding the satisfaction and loyalty profile of the customer base is an important 

aspect, as new technologies enabling 1: 1 communication with customers facilitate a trend 

toward customer orientation. Unlike financiai measures, a radar intently focused on 

customer satisfaction "can provide early warning of both threats and opportunities in the 

marketplace" (CLARK, 2000, p. 366-367). 

Tracking the quality of marketing is a long-term concern for most firms. An effort to 

measure here engages every member of the cross-organizational marketing function

including agencies, vendors, and other business partners. Beyond simple program 

diagnostics, objectives should include gauging the performance of managers in enabling 

quality programs. 
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5.1.1 Measure performance relative to strategy 

Marketing performance should be "measured relative to the target market and value 

proposition [that] the organisation wishes to pursue" (CLARK, 2000, p. 366-367). A 

strategy map can be helpful in this area as it "anchors upon the overall goal of the 

organisation (eg maximise shareholder value) and then outlines the underlying activities 

needed to reach this goal" (CLARK, 2000, p. 366-367). Ali marketing activities should 

map into the overall corporate strategy and at the same time should demonstrate an 

obvious path to the delivery of the corporate strategy. 

5.1.2 Track performance relative to competitors 

Movements in marketing metrics, be they positive or negative, should be understood not 

only within internai historical contexts, but also within the greater competitive space: "For 

example, high customer satisfaction is clearly a positive sign, but the payoff from 

satisfaction only occurs if the satisfaction levei is higher than satisfaction with competing 

products" (CLARK, 2000, p. 366-367). 

Marketers, especially in the cannibalistic high technology industry, should on a regular 

basis compare performance to a small number of key competitors. Including 

performance numbers of key business or marketing partners in such a survey will help to 

fill gaps where competitive data is unavailable: "At less frequent intervals, it is important to 

step back strategically and look at a broader competitive set" (CLARK, 2000, p. 366-367). 

As part of this evaluation, marketers should be able to differentiate what is especially 

distinctive about their firm's strategy. 
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5.1.3 Track performance relative to customers 

Tracking marketing performance against customers involves two concepts. First, firms 

must be certain that ''they are tracking elements of market activities that actually drive 

customer behaviour" (CLARK, 2000, p. 366-367). 828 marketers, for example, track 

primarily those behaviors that lead the customer through the sales pipeline toward a 

purchase decision. If a particular product or service has high preference ratings on 

particular benefits, but these are not the benefits that are currently moving the customer 

to purchase, they are poor measures to track: "Competitive advantage only occurs when 

a company 1s superior at delivering benefits customers care about" (CLARK, 2000, p. 

366.;367). 

Second, it is 'Ímportant to assess the health of the target markets in which the firm is 

competing: "This is criticai to establishing whether the company is pursuing the right 

target markets for long-term success. A strong customer base in a declining target 

market represents a very different situation than a strong base in a growing one" 

(CLAHK, 2000, p. 366-367). 

5.1.4 Track performance over time 

W-hile intelligence gathered from metrics can be compelling, there is more value in the 

information gathered trom derivatives over time. Marketers need to not only be aware of 

changes, but how the rates of change compare with where the market is headed and the 

corporate objectives. 

5.1.5 Model performance 

Once a firm has developed sophisticated marketing tracking processes and accumulated 

sufficient historical data, the final step is to model the relationships among performance 
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measures. Marketers can then develop insight into how marketing dollars invested in 

certain programs will deliver according to finite variables: ''This is particularly useful in 

informing or challenging elements of the strategy map [ ... ] Do the data support this 

assumption? Modeling is [also] particularly useful for assessing the impact of repetitive 

activities such as promotional scheduling or advertising exposures (CLARK, 2000, p. 

366-367). 

5.2 Guidelines for implementing MPM 

Below are initial tactical considerations for implementing MPM. These recommendations 

are designed for CMOs, corporate vice presidents, or directors of marketing: 

1) Define the end-game-the outcomes that you're attempting to achieve. Ali 

marketing strategies are different, and not every strategy has a direct link to 

driving profit. For example, launching an innovative technology in an undeveloped 

market may serve to open the door for the sales of other solutions, while the initial 

launch may not deliver any profits in the short termo By identifying the high levei 

outcomes, by default you define the scope of what needs to be measured 

(BOUCHARD, 2004). 

2) Get corporate buy-in early and ensure that ali constituencies involved in the 

program's success, from the executive board on down, have a clear commitment 

to it and a clear vision for its outcome. An enterprise-wide undertaking such as 

the implementation of MPM should not evolve into a power struggle but, rather, 

should be a partnership across operational units (REVERS, 2000). 

Publicize the task, the reasons for it, and encourage worldwide participation. Set 

out the new language of measurement, the intention to compare financiai and 

market measures against both plan and externai benchmarks and the role of 

brand equity. The ground rules must be explicit for constructive cross-functional 

participation (AMBLER, 2000, p. 67-68). 
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3) Hire an executive with management insight across the enterprise. In particular, it 

helps if this individual is already respected by the sales organization, as 

importance should be placed on unifying marketing and sales in this venture 

(BRATTAIN,2004). Staff the project properly with individuais, internai or externai, 

who can help manage its various aspects: project managers, database architects 

and analysts, support personnel, and representatives across operational units 

(REVERS,2004). 

A cross-disciplinary project team is the best approach. This team should be 

aligned with customer insights, business strategy, goals and required 

performance. Include marketing information responsibilities in its terms of 

reference (AMBLER, 2000). Ensure that it is cross-disciplinary with members 

from at least finance, human resources, sales and marketing (BOUCHARD, 

2004). 

4) Set realistic expectations for which programs and initiatives can be measured 

effectively, and enforce appropriate deadlines (e.g., weekly, monthly, or quarterly) 

for their completion. Give the kick-off team a six-month deadline, with an interim 

report after three (REVERS, 2004; AMBLER, 2000). 

5) Try to keep measurement sim pie yet consistent; have three or four major metrics 

that are founded on key marketing objectives and are linked to the corporate 

strategy, such as driving business results, building the brand identity, and 

strengthening the corporate culture. Attempt to establish processes that fit within 

existing activities, but do not sacrifice effectiveness for simplicity (FRANCISCOLO, 

2004): 

It's also important to stick with the measures that you define: "Make the choice for 

your best strategic metrics, focus and align the organization on your strategy 

through the metrics, and follow-through with your choice to gain the benefits of 

tracking, learning, and refining" (CROSBY, 2003, p. 11). There are no perfect 

metrics, so pick one and stick with it (FRANCISCOLO, 2004). 
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6) Put standardized metrics and ROI goals in place at the corporate levei, line of 

business (LOB)/business unit (BU) levei, and marketing program levei and have 

reporting capabilities for each (REVERS, 2004). Then, "thoroughly educate your 

organization on how to interpret the measures and effectively use the information 

for planning and decision-making" (CROSBY, 2003, p. 11). Develop dashboards 

and enforce their management with deadlines for updates (FRANCISCOLO, 

2004). 

Design a measurement program that rewards its participants (e.g., sales gets a 

steady stream of qualified leads by cooperating regularly). Holding people 

accountable for getting expected results will help ensure achievement of goals. 

Include measurement responsibilities in job descriptions and review criteria for 

marketing managers. 

Plan for resistance to new measures, simply because they haven't been used in 

the past: "The basics of change management will serve you well as you 

implement new measures. They'lI also help as you use your performance against 

the metrics to drive improvement, as well as to set the baseline for future goals 

and performance" (CROSBY, 2003, p. 11). Expect half-hearted attempts at MPM 

to fail; commitment in terms of both time and resources will be required for 

measurement objectives to be achieved (FRANCISCOLO, 2004). 

7) Simply putting metrics in place is not enough. It is important to constantly go back 

and reevaluate where the project is headed and whether it is meeting its goals. 

At the same time, performance metrics should be evaluated ongoing to make 

certain that they are evolving with changes in the market strategy (CROSBY, 

2003). As well, it is crucial that there be validity in marketing's measurement of 

programs and campaigns to ensure credibility (REVERS, 2004). 

Initial measurements will be more relative than absolute. In the beginning, 

measures will be useful for comparing one program to another rather than defining 

benchmarks. Usefulness of MPM will increase as historical data grows and 

marketers start to understand correlations and sensitivities among the variables 

driving their business (FRANCISCOLO, 2004). 
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8) Go the step beyond most measurement practices in developing cost/benefit data 

related to marketing initiatives and programs to gain a solid understanding of how 

well the business is likely to perform in the future. To do this requires acquiring 

greater insight into the anticipated spending of valued prospects and customers 

(REVERS, 2004). 

9) Ensure that those managing significant advertising and promotional campaigns 

evolve complete assessment programs so that learning can be maximized from 

the efforts (AMBLER, 2000). 

10) Determine a role for the board: board members may find it useful to establish and 

regularly review the following: 1) Externai market metrics: performance can be 

expressed as short-term (profit and loss account) financiai measures adjusted by 

the change in brand equity 2) Internai market metrics: assessing innovation health 

and employee alignment and commitment 3) Process: how externai and internai 

metrics are collected, assembled, and reviewed (AMBLER, 2000). 

5.3 Timeline for implementing MPM 

Below is a sample timeline for implementing MPM. This sample is derived from the 

Bearingpoint14 implementation of its own integrated marketing scorecard: 

1) Determine objectives and define metrics 

2) Get executive buy-in 

3) Develop processes for scorecard tracking 

4) Launch with comprehensive training for marketing team, adding metrics to 

individual performance goals 

5) Tailor monthly reporting 

14 BearingPoint, Inc. is one of the world's largest business consulting, systems integration and 
managed services firms serving Global 2000 companies, medium-sized businesses, government 
agencies and other organizations. The firm provides business and technology strategy, systems 
designo architecture, applications implementation, network infrastructure, systems integration and 
managed services. 



6) Assess and refine processes and reports 

7) Migrate processes to automated systems 

8) Enhance reporting 

9) Establish processes and systems for dynamic optimization and forecasting 

Automated 
processes / 
high-quality 

data 

Stage 2 
Refine / 
Expand 

- Narrow 
number of 

Stage 1 metrics 
Launch - Streamline 

- Define full data-
suite of gathering 
metrics process 
- Manual - Improve 
processes data quality 
- Directional - Include 
data secondary 
- Launch in geos 

Stage 3 
Automate 

- Move 
processes to 
dashboard 

Stage 4 
End state 

- Fully 
automated 
processes 
- Real-time, 
on-demand 
reporting 

Stage 5 
Next steps 

- Econo
metric 
modeling, 
forecasting 
- Closed loop 
feedback 
- Real-time 
program 
optimization 

Manual 
processes / 
directional 

data '-co_re_r_e;:;...gio_n_s_-"1Ir-____ -tI _____ -+I _____ +I_-. TIME 

I I I I 
Figure 11 - Timeline for implementing MPM 

Source: REVERS, 2004, p. 5-6 

5.4 Dashboards 
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A core benefit of MPM is sharing "data and insights across the marketing organization, 

with other departments (such as finance and !ines of business) and with higher-Ievel 

company executives" (COLLlNS, 2004, p. 5). Self-seNice portais and dashboards for 

reporting marketing output and outcomes "offer visibility and insight into marketing-driven 

programs, promotions and campaigns, along with their associated processes and 

activities" (COLLlNS, 2004, p. 5; SHEHATA, 2004). Such dashboards should include 

key performance indicators, as well as related business manager and individual 

marketing program reports. 
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In addition to automating the tracking and delivery of these reports, new software 

applications offer "security and access controls [as] required based on role and user" 

(COLLlNS, 2004, p. 5). By embedding business intelligence tools within the enterprise 

portal, MPM can empower "executives, marketing staff, business-unit managers and 

others to drill more deeply into the data without waiting for reports to be produced by a 

data group" (COLLlNS, 2004, p. 5). 

Although marketers and their advertising agency partners may be initially resistant to 

such transparency in their operations, it is exactly this kind of "insight that will enable 

marketing to become more efficient and effective. Such transformation enables 

marketing to become elevated within the organization and betler lead the customer

centric enterprise toward customer-centered goals and activities" (COLLlNS, 2004, p. 5). 

Below are guidelines to consider when designing dashboards. Ali dashboards should: 

• Reflect senior management priorities 

• Balance internai and externai metrics 

• Include measures of past performance and indicators of future performance 

• Minimize the number of metrics in order to facilitate management interpretation 

Source: ROSE, 2004. 

The figure below outlines a process for dashboard design: 
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• Use interview process to identify existing and potential 
metrics from the perspective of corporate performance 

Select • Categorize metrics into dimensions of performance and 
metrics eliminate unclassifiable metrics 

• Create a preliminary matrix that combines business 
i perspective with marketing performance dimensions ' .,-. 

• Review scorecard matrix for completeness and add 
.' metrics based on experience 

.' 

• Eliminate metrics that cannot be measured or are toe 
Design costly to measure 

dashboard • Eliminate metrics that cannot be significantly impacted by 
marketing management 

• Prioritize metrics based on alignment with stated strategy 
and goals 

• Evaluate matrix and select most appropriate metrics 

- , . 
• , Assign metric accôLintabi'lity 

,-
" . ,- . . ~ , . 

• Determine performance targets ' -
,. . ;;,"- , 

Implement Obtain available benchmark qata 
, 

~ 

• . , ... -.. lo··, 

dashboard • Determine monitoring', interpretation a,nd feedback 
procedures and güidelines - , 

• Develop correctiv.e action review process , , 

Figure 12 - Dashboard design process 

Source: ROSE, 2004 

5.5 Integrating MRM as part of a MPM initiative 

"-

l1's inevitable that new technologies assume an increasing role in the marketing 

department. The CMO Council reports that "90% of high tech CMOs rank MPM as a high 

or moderate priority" (MEASURES, 2004, p. 6). However, "only 17% of surveyed 

companies have formal MPM systems-despite spending up to 25% of revenue on 

marketing; nearly 50% describe [their] measurement systems as informal or anecdotal 

summarization taken on an ad hoc basis" (MEASURES, 2004, p. 6). Automation is 

widely perceived as a solution to marketing's 'ad hoc' processes. 
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5.5.1 New technologies make MRM a likely solution for MPM 

New "[a]dvances in computers, databases, and the Internet have brought technological 

power to marketing" (NAIL, Sept. 2002, p. 2). The figure below demonstrates that 

marketers increasingly perceive software applications as solutions enabling marketing 

operations--especially in the area of measurement: 

Technology perceived to help marketing 
departments ... 

Measure multimedia campaigns 

Measure sales impact 

Delil.er customized communications 

Target high-potential prospects 

Gain insights into customers 

Manage frequency of contact 

Create customer relationships 

Coordinate ad agencies 

Find the right media whicles 

Figure 13 - Technology is facilitating marketing operations 

Source: NAIL, Sept. 2002, p. 5-6 

MRM represents the emergence of an enterprise resource planning (ERP) equivalent for 

the marketing department. Software companies such as E.piphany, NetlQ, Annuncio, 

SAS, Paramark (VANBOSKIRK, 2001), and others offer marketing and sales automation 

(SA) and customer relationship management (CRM) solutions "[ d]efining and 

. standardizing on business processes and metrics that can be measured, getting access 

to relevant marketing data, finding effective tools to capture and analyze results, and 
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linking customer purchase behavior to individual marketing programs" (MEASURES, 

2004, p. 9). 

The state of marketing information in technology companies today makes MRM an 

especially appealing proposition: "Now that most companies have invested significantly in 

building out their CRM infrastructures, marketing departments fortunately can follow 

through on their investments by leveraging the data and tools within these to demonstrate 

their value" (REVERS, 2004, p. 2). The figure below shows rates of adoption of different 

technologies by the marketing department: 

Adoption of marketing technology solutions 

• Agency • ASP • Purchased software. Homegrown software. Don't use 

Email deli\ery 

Online ad serving 

CRM 

Data warehouses 

Data analytics 

Project management 

Campaign management 

Content management 

Digital asset management 
JE::::::::::::=zrnDiiiii 

Figure 14 - Rates of adoption of different marketing technologies 

Source: NAIL, Sept. 2002, p. 5-6 

Such capabilities enable a new paradigm uniting marketing and IT. The "vast amounts of 

prospect and customer data now stored in fragmented programs and dispersed 

databases throughout a global organization will be channeled into a single centralized 
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data repository for better assessment, management, and reporting by CMOs" (REVERS, 

2004, p. 1). Also, the increasing use of "massive transaction-Ievel databases [ ... ] 

enable[s] market modelers to analyze data with ever-increasing leveis of 'granularity,' 

leading to superior decision making by marketing managers" (AMBACH, 2000, p. 23). 

5.5.2 MRM and marketing budget tracking 

MRM enables calculation of MROI through tracking of marketing spend patterns. As 

many companies are unable to accurately track how marketing dollars are invested, 

"MRM functionality is typically flexible enough to support tying marketing programs to 

marketing departments, investment accounts, geographies/regions, audiences/segments, 

brands and products" (COLLlNS, 2004, p. 1). These capabilities help marketers and their 

finance department counterparts mine financiai data related to marketing activities and 

determine what exactly is happening by "department, budget, geographic region, 

industry, brand, product or customer segment" (COLLlNS, 2004, p. 1). 

The latest MRM technologies provide marketers with a user-friendly interface to ''track ali 

information and plans vs. actual results at the product or customer/[end user] levei to 

support the identification of key learnings and best practices that will drive brand equity to 

higher leveis" (COLLlNS, 2004, p. 2). With timely updates of criticai performance 

information, marketing can respond more quickly and accurately to variances in a plan. 

Opportunities are readily identified, while problems are resolved quickly and at less 

expense. Such automation enables marketers to be nimble, a tremendous competitive 

advantage. 

For example, marketers in the technology component and hardware sectors use data 

from the channel, capturing real-time market information at the point of sale. Meanwhile, 

these marketers access "Internet databases that measure click-throughs, time spent [on 

a Web site], and other [analytic] variables" in order to better understand the activities of 

customers, partners, and end-users on the Web (AMBACH, 2000, p. 23). With MRM, 

they can match program diagnostics to dynamic sales data creating new leveis of insight 

into marketing effectiveness. 
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5.5.3 Advanced analytics, optimization, forecasting 

MRM offers tools to take MPM to the highest level-not only measuring results of past 

programs, but crunching historical data to make predications about the results of future 

programs: "Emerging MRM analytics capabilities promise to deliver functionality that 

enables the preparation of enterprisewide data to build performance models and to 

support wide-ranging marketing scenario simulation" (COLLlNS, 2004, p. 5): 

As MRM analytics evolve to support more-comprehensive 
modeling and simulation, they will also enhance the ability of 
enterprises to conduct more-dynamic planning and forecasting, 
with greater integration and synchronization of resources to plan 
execution, as well as continuous analysis and optimization to refine 
strategies and improve execution. By 2007, marketing 
investments of enterprises that are able to conduct systemic 
optimization of enterprisewide marketing resources will outperform 
industry peers without such capabilities by at least 30 percent (0.7 
probability) . 
(COLLlNS, 2004, p. 5) 

Massive amounts of new data captured through MRM solutions and their correspondingly 

"Iarge databases enable the development of new marketing models, which can answer 

marketing questions that couldn't be answered previously" (AMBACH, 2000, p. 23). With 

increased visibility into not only program deployment but also sales channel and after 

purchase behavior, "marketing researchers can discover if [ ... ] marketing tactics indeed 

are delivering their strategic intent" (AMBACH, 2000, p. 23). 

MRM solutions provide a platform for enterprises to incorporate internai or externai 

statistical models and intellectual property content into decision processes. Such 'plug

ins' include simulations at a strategic levei (such as marketing mix and product portfolio) 

and predictions on tactical behavior (for example, customer response and conversion 

rates): ''These capabilities will help drive better marketing efficiency by analyzing the data 

to determine how consumers will respond to brand promotions, product introductions, 

loyalty programs and direct marketing campaigns" (COLLlNS, 2004, p. 3). 
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Fully understanding what has worked and what might work is crucial to decisions 

regarding future investments of marketing spend: MRM-enabled "[s]imulation capabilities 

can aid scenario planning to assess the effect that changing variables could have on the 

marketing mix." (COLLlNS, 2004, p. 3-4). These capabilities include the ability to perform 

'what if' analyses on the marketing mix or within a particular area, such as campaigns, 

media or advertising. Eventually, MRM analytics will support ''financiai and volume 

forecasting, financiai return on investment, marketing mix allocations, [and] scenario 

planning" (COLLlNS, 2004, p. 3): 

Further, marketing researchers can unlock the future value of the 
short-term marketing volume delivered today-knowledge that will 
change the way marketing researchers view their spending 
allocation decisions. The inevitable spending cuts needed to meet 
today's obligations now can be evaluated not only in terms of their 
contribution to the current quarter, but also to provide insight into 
how far-reaching those cuts indeed might be." 
(AMBACH, 2000, p. 23) 

With MRM, marketers are able to leverage optimization tools analyzing marketing 

programs real-time along with the variables of their associated activities. Using dynamic, 

closed-Ioop feedback, marketers "choose what portion of their marketing resources to 

align with specific promotions, direct outbound marketing campaigns, and event-triggered 

retention and cross-sell campaigns" (COLLlNS, 2004, p. 3-4). Such a solution helps 

marketers determine "trade-offs in value between more-centralized marketing campaigns 

driven to direct channels and local field-marketing initiatives within those channels" 

(COLLlNS, 2004, p. 3-4). 

5.5.4 Index of MRM solutions 

The follow table provides information on available MRM solutions: 
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Table 5 - Vendors providing MRM solutions 

r:: 
.~ .0 .:: 

!! ~ ~ 

~ - .~ 
~ .§ r:: q: .... 

~ 
Vendar Descrie.tion Pricin9.. 

Legend: O No caQability O Basic caQability • Advanced caQability 
Software that does basic - Purchased software 

Net 10/ 
Web log analysis so that ranges from US$30,OOO 

WebTrends 
O O O marketers can merge to US$50,OOO 

browsing behavior with other - Outsourced solutions 
enterQrise data start at US$6,OOO a ~ear 
Real-time online-marketing - Sold primarily as an 
optimization platform that ASP 

Paramark O • • uses customers' response to - Contracts range from 
improve online marketing US$120,OOO to more than 
Qerformance US$1 million / ~ear 
Basic marketing automation - Sells software through a 
platform that enables tiered model based on the 

Annuncio O O O 
marketers to design, execute, levei of transactions 
and analyze campaigns - Average contract 
across Web, email, and direct US$200,OOO 
mail 
Rules-based platform that - Offers US$250,OOO 
uses marketing response installed software or 

Revenio O • • data to automate cross- hosted solution for 
channel dialogs with US$20,OOO / month 
QrosQects and customers 
Software that uses prospect - Offers software license, 
responses to digital ASP, or service 

CentrPort O • • marketing to dynamically agreements 
adjust marketing content - Contracts range from 

US$350,OOO to US$2 
million / :tear 

Analytical and operational - Rented or purchased 
CRM software that uses solutions begin at 

E.piphany • • O 
customers' reactions to US$250,OOO 
marketing, sales, and service 
incidents to customize digital 
marketin9 cam[!ai9ns 
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Table 5 continued - Vendors providing MRM solutions 

Vendar 
Legend: 

SAS • 

Chordiant • 

Veridiem • 

Description Pricing 
o No capability O Basic capability • Advanced capability 

Robust data management, - Priced by number of 
analytics, and campaign customer records 

• O management software that managed 
creates intelligence used to - One-time purchase price 

• • 

• • 

increase customer profitability from US$500,000 to 
US$1.5 million 

CRM-based marketing 
solution that uses deep 
customer data to 
automatically send future 
campaigns based on a 
customer's Iikely next action 
Customized software that 
dynamically links media to 
business results to optimize 
marketing investments 

- Priced by number of 
customer records 
managed 
- Average contract is 
between US$300 and 
US$350,OOO / year 
- T akes 6 to 9 months of 
collecting data to see 
results 
- US$500,OOO Iicense 
plus maintenance costs at 
20% of Iicense fee 

Source: VANBOSKIRK, 2001, p. 10 

5.5.5 Marketers are driving the demand for technology adoption in their 

department 

In the new age of MRM, marketing has an important role to play in corporate technology 

decision-making. Research by Forrester indicates that the marketing department is the 

primary authority for technology that it adopts. Marketing often taps vendors directly for 

guidance on technology decisions-sometimes even side-stepping or anticipating any 

guidance from IT. Moreover, marketing departments plan to increase their spending on 
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automation and will bring most applications in-house, shunning technologies offered by 

application seNice providers (NAIL, Sept. 2002). 

The figure below shows that marketing has by far the largest influence over decisions 

regarding the technologies it adopts: 

"Who has primary authority over the purchase and use 
of marketing technologies?" 

Figure 15 - Decision-makers in purchase of MRM 

Source: NAIL, Sept. 2002, p. 5-6 

• Marketing managers 

• Chief marketing officer 

• Marketing managers 

.IT managers 

.CIO/CTO 

• Joint decision between IT and 
marketing 
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Across the board, marketing has been perceived as a nebulous 
thing-it has been portrayed as an art that can't be measured by 
common standards. 

However, marketing costs money; it's an investment. The 
question is how are you going to measure that return: increase 
in sales or profit? Appreciation of the brand? Leads? 

If you don't have an answer, then count on losing your budget. 
Every time a company needs to cut budget, it starts with the 
area where it doesn't know what the ROI will be. Marketing has 
traditionally been that area. 

- Marketing Analytics Manager 
(FRANCISCOLO, 2004) 

This thesis provides an overview of aspects related to implementing MPM processes at 

firms. It finds that technology marketers today face a number of measurement 

challenges: increasing calls for accountability and MROI from finance and senior 

executives, greater scrutiny from corporate boards and the financiai analysts 

regarding marketing investments and results, demand for greater effectiveness in a 

climate of budget cuts and resource constraints, and uninformed decision-making 

due to a lack or failure of tracking and reporting processes. 

Despite these challenges, innovative business processes and recent technologies 

are enabling marketers to better track and understand both at a tactical and strategic 

levei the success and failure of their efforts. The development of approaches to 

MPM and innovations in marketing automation help marketing to track in softer areas 

and report results as quantitatively as do other operational areas. Furthermore, data 

driven marketing applications offer new leveis of sophistication enabling scenario 

creation, sensitivity testing, forecasting, and real-time optimization of programs. 
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A review of current research and interviews with marketing executives concludes 

that, by adopting MPM, marketers are better able to communicate the value of their 

initiatives, elevate the department's position with respect to driving business, and 

strengthen their hand when it comes to negotiations at the budget table. The folly 

that marketing is an art is no longer acceptable; the department is now evaluated with 

the same quantitative, operational expectations as other corporate functions. 

The thesis offers an array of information for marketers with regards to implementing, 

automating, tracking, reporting, modeling, and optimizing MPM. However, the scope 

of this work is general-providing more of an introduction to the issues, surveying 

current industry and academic findings on the subject, and making initial, very high

levei recommendations for practice. Future research should delve at a more granular 

levei into some of the topic areas addressed in this work, offering detailed proposals 

for marketing practices that managers can readily adopt at their organizations. 

In conclusion, while adopting MPM requires significant cross-functional resources 

and commitment from IT, finance, and HR, the value of such initiatives has a high 

pay-off at the corporate leveI. Among marketing executives interviewed for this 

thesis, ali agreed that measurement represented a low percentage of their annual 

budgets (between 1 % and 5% with very broad variations among budget sizes). 

However, they also found that investment in measurement provided such profound 

knowledge into their customers and the market that they could not conceive of re

allocating those dollars to other initiatives of more apparent direct sales impact such 

as marketing programs. C-levei executives and board members, likewise, would not 

stand to lose this valuable information. 

An investment by marketing on processes and systems for measurement is generally 

paid off with returns from improved efficiencies within a year. Moreover, as 

marketing captures performance data over time, optimizing programs, refining 

practices, modeling strategic scenarios, and forecasting return on spend, the 

knowledge derived from MPM enables long-term better marketing decision-making. 

The outcome of making the right marketing decisions-effective marketing-is an 

exponential return over time that directly enhances corporate cash flow. 
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ATTACHMENTS 

ATTACHMENT A - QUESTIONS USED DURING INTERVIEWS WITH SILlCON 
VALLEY MARKETING EXECUTIVES 

Relevance of marketing performance measurement to the organization 

1. Where is MPM among marketing's priorities at your organization? What is the 
board's awareness of marketing measures? Is there a corporate regime that 
marketing is an investment that must show ROI? 

2. What are the business drivers for MPM? Are these issues elevated by 
marketers or is demand for increased marketing measurement coming from 
the wider organization? 

3. Can you tie marketing programs to revenue? 

Structureof MPM processes and systems 

4. What are the key metrics in use by your organization for the following areas of 
marketing? What's the frequency of measuring and reporting? How are they 
reported? 

o PR 
o Collateral 
o Advertising 
o Web/e-mail 
o Direct mail 
o Analyst relations 

5. How do you address softer measures such as brand or business culture? Tell 
me about processes for externai measures (such as benchmarking against 
competitors). 

6. How are program data and other marketing information stored? Do you use a 
centralized repository to store marketing information? Are data capture and 
reporting systems manual or automated? What systems are in place for 
sharing marketing information (such as a portal or other self-service reporting 
mechanisms) ? 

Implementing MPM 

7. Tell me about the process for implementing MPM at your organization: 
o How do you define objectives and determine which metrics to track? 
o How do you go about achieving executive buy-in? 
o How are prOcesses for measurement and reporting established? 
o Tell me about the steps for launching the program? What are the steps 

for global roll-outs? 
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o Explain your reporting processes. Are they departmental, inter-
departmental, C-levei, board-Ievel, industry? How do you capture and 
implement refinements to reporting? 

o What are any future plans that you have for MPM 

8. Are you using any off-the-shelf software applications or home-made systems 
for marketing automation or MRM (such as Net IQ, Paramark, Annuncio, 
Revenio, CentrPort, E.piphany, SAS, Chordiant, Veridiem)? Describe your 
organization's initiatives in marketing automation. 

Budget and resources 

9. What's the size of your marketing department in terms of heads and budget? 
What percentage of your budget is allocated to MPM? What percentage of 
your budget is allocated to marketing automation or integrating systems (initial 
versus ongoing)? 

10. What organizations outside of the marketing department are engaged in 
initiatives for MPM? 


	

