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MARKETING ACCOUNTABILITY

PROVING THE CONTRIBUTION 
OF MARKETING TO FIRM 
FINANCIAL PERFORMANCE



MARKETING ACCOUNTABILITY
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STEPHEN DIORIO
DIRECTOR
FORBES MARKETING ACCOUNTABILITY INITATIVE
SDIORIO@FORBES.COM

• RESEARCH FROM OVER 850 MARKETERS
• A FINANCIALLY VALID WAY TO COMMUNICATE, 

QUANTIFY AND MEASURE THE CONTRIBUTION OF 
MARKETING TO THE BUSINESS

• 12 BEST PRACTICES TO BECOME A MORE 
ACCOUNTABLE MARKETING ORGANIZATION

• HOW TO BUILD A MARKETING DASHBOARD THAT THE 
CFO AND CEO WILL UNDERSTAND AND AGREE WITH
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THE PROBLEM: QUANTIFYING THE RETURN ON MARKETING IS DIFFICULT



MOST MARKETING MEASUREMENT APPROACHES ARE FLAWED AND DO 
NOT REFLECT THE FULL VALUE CREATED FROM MARKETING

• Sales waterfall and funnel based models diminish marketing 
as a lead gen function

• Bottoms up attribution models overweight last touch tactics 
vs. upstream investments that yield referrals, traffic and 
choice

• Top down marketing mix models optimize media allocation 
and impressions but are only correlated to traffic and sales –
not causal 

• Front of the funnel metrics are regarded as vanity metrics 
disconnected to financial metrics

• Bottom of the funnel metrics overweight actions and 
activities that can destroy firm value

• Digital and social metrics
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THE COMPLEXITY AND COMPOSITION OF THE MARKETING INVESTMENT 
AND ASSET PORTFOLIO HAS EXPANDED TO 20 CATEGORIES
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THE COMPLEXITY AND COMPOSITION OF THE MARKETING INVESTMENT 
AND ASSET PORTFOLIO

Emerging Digital Traditional



CMOS PERCEIVE THEIR INVESTMENTS IN SOCIAL, MOBILE AND DIGITAL 
MEDIA ARE OUT PERFORMING TRADITIONAL MARKETING CHANNELS
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THE LACK OF EFFECTIVE MEASUREMENTS DIMINISHED THE  PERCEIVED VALUE OF 
EVENTS ALONG THE CUSTOMER JOURNEY
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PRACTICAL ACTIONS YOU CAN TAKE TOMORROW

1. MEASURE TWICE AND CUT ONCE – BUILD 12 OPERATIONAL 
MEASUREMENT COMPETENCIES

2. AGREE ON YOUR WINNING HAND – FOCUS YOUR GROWTH STRATEGY 
ON UNDER FIVE GROWTH DRIVERS

3. TREAT MARKETING LIKE A TEAM SPORT – THE COMPOSITION AND 
COMPLEXITY OF MARKETING REQUIRES HORIZONTAL PARTNERSHIPS

4. PURSUE CONTINUOUS PROCESS IMPROVEMENTS IN MARKETING -
TREAT THE DEMAND CHAIN LIKE THE SUPPLY CHAIN AND OPERATIONS

5. IDENTIFY THE KEY ASSUMPTIONS IN YOUR MARKETING PLAN – MODEL 
THE WEAK LINKS IN YOUR MARKETING VALUE CHAIN
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5% higher levels of 
performance from their 
marketing investments 
across 11 categories of 

investment
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7.5% better growth 
outcomes across 27 

measures of business 
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stage of the journey

. 

7.5%
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MARKETERS THAT INVEST MORE IN MEASURING AND MANAGING 
MARKETING PERFORMANCE ARE CREATING MORE VALUE AND GROWTH
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5% HIGHER LEVELS OF PERFORMANCE FROM THEIR MARKETING 
INVESTMENTS ACROSS 11 CATEGORIES OF INVESTMENT
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12 COMPETENCIES OF HIGHLY ACCOUNTABLE ORGANIZATIONS
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PRACTICAL ACTIONS YOU CAN TAKE TO BECOME MORE ACCOUNTABLE
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MARKETING 
ANALYTICS 

FINANCE TEAM

CONSOLIDATE 
BUGETING

MODEL THE 
MARKETING 

VALUE CHAIN

ASSIGN AN 
OWNER FOR 

DATA

STEP ONE
AGREE ON 
GROWTH 

DRIVERS & 
ASSUMPTIONS

ESTABLICH 
COMMON 

THREHOLDS

ESTABLISH 
COMMON 
METRICS

DO A DATA GAP 
ANALYSIS

STEP TWO

ESTABLISH 
HORIZONTAL 

PARTNERSHIPS

EVALUATE ALL 
INVESTMENTS & 

ACTIONS

CREATE 
COMMON 

INCENTIVES

CONNECT DATA 
TO CUSTOMER 

PROFILES

STEP THREE
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FIGURE YOUR “WINNING HAND” OF 3 TO 5 DRIVERS THAT WILL MAXIMIZE 
DIFFERENTIATION AND VALUE FOR YOUR COMPANY?
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TO GROW MARKETING NEEDS TO BECOME A TEAM SPORT

SIX ROLES THE CMO PLAYS IN CREATING ENTERPRISE VALUE
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THE POWER OF CROSS FUNCTIONAL COLLABORATION AND TAKING AN 
INTERDISCIPLINARY APPROACH TO MEASURING MARKETING PERFORMANCE
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PURSUE AN ONGOING PROCESS OF CONTINOUS IMPROVEMENT IN 
MARKETING RETURN ON INVESTMENT AND VALUE CREATION 
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ENTERPRISE 
GOVERNANCE

FINANCIAL 
OUTCOMES

ACTIONS AND 
INVESTMENTS

MODELS AND 
METRICS

THE 
ENTERPRISE
MARKETING

ACCOUNTABILITY 
CYCLE

DATA, MODELS 
AND METRICS 

THAT SUPPORT 
FUNDING, 

STRATEGY AND 
TRADE-OFF 
DECISIONS

COMMON, AGREED 
UPON AND 
FINANCIALLY VALID 
PERFORMANCE 
MEASURES AND 
GOALS

REGULAR UPDATES TO 
OPTIMIZE INVESTMENTS 
TO MAXIMIZE VALUE AND 
TOTAL PROFITABLITY

MEASUREMENT 
PROCESSES, SKILLS, 
SYSTEMS AND TEAMWORK
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UNDERSTAND THE RELATIONSHIPS IN YOUR MARKETING VALUE CHAIN



QUESTIONS
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LEARN MORE
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STEPHEN DIORIO
SDIORIO@FORBES.COM


