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			Praise for From Backroom to Boardroom

			“It’s been noted that more than 80 percent of companies are in the midst of their digital transformation, and more than 90 percent are running into major obstacles and roadblocks throughout the process. In her newest book, Dr. Debbie Qaqish has written the manual for marketing operations (MO) leaders and marketing executives to lead the charge in driving successful change with technology, data, process and high-performing teams. In a world where marketers are increasingly accountable for driving revenue and better enterprise-wide decision-making, she clearly lays out where to focus your energy and the pitfalls to avoid. The feedback and quotes from industry professionals throughout the book are great reassurances that we are all fighting the good fight together on this journey.”

			—David Alexander

			vice president of marketing, F5

			“Modern marketing leaders are driven by the complex, dynamic and interconnected digital customer. The next-generation performance marketers are now responsible for revenue operations, customer experiences, talent management and a brand’s emotional quotient. Dr. Qaqish’s book wonderfully explores these elements and more to help you accelerate through the barriers necessary to gain that seat at the table.”

			—Anand Thaker

			strategic executive advisor and 
MarTech industry insider

			“Dr. Qaqish’s engaging, thought-provoking second book is an absolute must-read for marketers and business leaders—from CMOs and marketing execs to marketing operations leaders, both today and aspiring, and all business leaders looking to gain competitive advantage through their marketing function. The role and expectations of marketing organizations have fundamentally changed over the past decade. Marketing leaders that adapt agile, connected and revenue-driven practices are the ones that will succeed in our future economy, but this can only be achieved through a powerful foundation of operational excellence. By diving into the ways marketing operations can help achieve business objectives and overcome challenges faced by today’s CMOs while also charting the evolution of marketing technology and the rise of marketing operations, Qaqish presents a clear case for why status quo is no longer an option. The book delivers a fresh perspective and definitive playbook on the critical need and road map to success for creating a best-in-class marketing operations organization. Extensive interviews and commentary by innovative marketing leaders help anchor her perspective and provide a real-world lens on the recommendations. Not to be missed, especially as marketing leaders struggle to adapt to rapid change in their organizations and prove their seat at the executive table.”

			—Julia Stead

			chief marketing officer, Allocadia 

			“Looking for a competitive advantage? Stop passing leads, start passing intelligence. You’ll close bigger deals, faster and more efficiently. Look to marketing ops leadership to connect marketing to revenue growth.

			For decades, marketing has been passing leads and sales has been rejecting those leads as viable opportunities. It’s time to change this age-old process. Lead conversion to opportunity is too low and the cost of selling is too high. A dramatically different approach is required, and the time for transformation is now. It’s the role of strategic marketing operations to enable sales and marketing to separate the lead volume noise from the ready-to-buy signal. The noise is slowing us down and wasting resources. The signal reveals late-stage opportunities where our resources are best spent. The solution is to intercept interest through digital signals and convert that intelligence to revenue. This puts marketing operations squarely in the transformation driver’s seat. It’ll be a bit of a journey, so take this book along for the ride as your road map to deliver value.”

			—Patty Foley-Reid

			senior program director, marketing investments and analytics

			“This book is a goldmine for B2B marketing executives. The perfect blend of high-level strategy, and the exact tactical blueprint you need to put a marketing operations organization in place. The world of marketing has changed dramatically in recent years. Today’s marketing leaders need to be focused on driving revenue. This book provides the framework you need to build a high-performing, modern marketing organization.”

			—Noreen Allen

			chief marketing officer, Bandwidth, Inc.
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Foreword

			“The island of misfit toys.”

			That phrase is burned into my memory. Years ago, I remember sitting in the front row at a conference for marketing operations executives. I was jet lagged and undercaffeinated. The speaker on stage, a VP from a major analyst company, was talking about … to be honest, I don’t recall. But then he spoke those words:

			“Let’s face it: marketing operations has been the island of misfit toys.”

			The audience, which until then must have been as jet lagged and undercaffeinated as I was in their silence, suddenly burst to life in murmurs and motion—not because they disagreed with that charge but because they felt that way too.

			For years, marketing operations was a potpourri of unglamorous tasks that nobody else in the department considered “real marketing.” Spreadsheets. Databases. Reports. Gantt charts and org chats. Endless stacks of digital assets that were like the government warehouse scene at the end of Raiders of the Lost Ark.

			All were necessary for marketing to function. But no one in marketing operations was winning Clio Awards or getting red-carpet treatment at the Cannes Lions festival. Heck, even recognition from senior leadership at one’s own company was rare.

			But then the world changed.

			Over the past decade, there have been two tectonic shifts in marketing as we know it, both the results of the world becoming more digital.

			First, the role of technology in marketing went from peripheral to pivotal. Every touch point with prospects and customers is now either delivered through or supported by software. Data is no longer an aggregated afterthought, piles of paper readouts that cause executives’ eyes to glaze over. It’s the fuel powering the machinery of modern marketing, from the front stage to the backstage, and everything in between.

			Managing marketing’s technology “stack” and the data flowing through it has become a critical function that now receives C-level executive attention.

			Second, the scope of marketing expanded from brand/demand generation to a holistic view of customer experience, from the first touch point through lifetime loyalty. Marketing mechanisms and feedback loops are embedded throughout sales and customer support—and even the product or service being delivered. All of that requires marketing operations and technology to span multiple domains, integrate with multiple systems and coordinate with multiple teams across every corner of the organization.

			Marketing is now so much more than the marketing department. We’ve collided into Peter Drucker’s famous quote: “Business has only two functions—marketing and innovation.”

			Marketing operations is no longer the island of misfit toys. At the best companies, it is now the Pangaea supercontinent, populated by superheroes.

			Marketing operations has gone from straggling to strategic. Or, more accurately, marketing operations now has the opportunity to be strategic. To rise, as Dr. Debbie Qaqish eloquently puts it, “from the backroom to the boardroom.” But you must seize the moment. You must “earn your seat.”

			This book is your guide, and Dr. Qaqish is your coach.

			You couldn’t ask for a better resource on your journey. Dr. Qaqish has spent years leading strategic marketing operations projects and programs for many of the world’s best brands. In this book, you’ll learn directly from the practices of Microsoft, AMEX, SAP, McKesson, Thomson Reuters and more.

			We’re entering the golden age of marketing operations and technology.

			Embrace it. Shape it. Lead the way. This book will show you how.

			Scott Brinker

			editor, ChiefMarTec.com

			author, Hacking Marketing

			
Introduction

			As a professional marketer, aren’t you tired of the “backroom” stigma and being treated as a second-class citizen? Do you believe you are ready and deserve to move up and claim an elevated voice and more strategic role? Then read on, because I wrote these pages for you.

			I put this book together because I wanted a tool that could provide inspiration to frustrated and underappreciated marketers. In the chapters that follow, you’ll find a vision of what can be and a chance to reimagine, redefine and reinvent the role of B2B marketing. In short, it is a key to a bigger and better future for marketing propelled by what I call “strategic marketing operations.”

			But it’s more than just a dream or a lofty thought. Drawing from my years of practical experience and academic research, I’ve put together a path you can follow to make this new approach a tangible reality in your organization. The method involves understanding the fast-rising role of strategic marketing operations and how this function enables CMOs to drive revenue, harness customer centricity, and lead digital transformation. The path also encompasses recognizing where you currently stand and how to move forward with the right mindset, skill set and tool set.

			Of particular importance along this path is a model I’ve shared time and again with marketing operations that are ready and eager to be more than button pushers. You’ll find the model, called the Marketing Operations Maturity (MOM) model, presented in careful detail throughout this book. Think of it as your road map and your guide to earning and keeping that boardroom seat.

			Don’t just take my word for it. In the book, you’ll hear from more than twenty marketing leaders and business executives who have successfully implemented new strategies and up-leveled their organizations. These individuals have not only walked the path, but they also have loaned their time to graciously share their experiences, their achievements and the lessons they’ve learned along the way.

			I spoke with these marketing front-runners while writing this book, and my conversations with them, together with their in-depth insights, are interwoven throughout the chapters. Before beginning, I want to extend heartfelt gratitude to these contributors. Collectively, they are a think tank for our profession. Individually, they are pioneers and change agents for their organizations. Their generosity in sharing their journeys, as well as the good, the bad and the ugly along the way, served to take this book to the next level. They inspired me, and I am confident they will inspire you as well.

			A most sincere thank-you to the following contributors: Meaghan Amato, Claudine Bianchi, Scott Brinker, Dan Brown, Heather Cole, Latane Conant, Rachel Cruz, Tom DelMonte, Mitch Diamond, Danny Essner, Stephanie Ferguson, Ashleigh Ford, Brandon Jensen, Jim Lefevere, Kira Mondrus-Moyal, Rohit Prabhakar, Ken Robinson, Abby Ryan, Beki Scarbrough, Alex Simoes, Aron Sweeney, Randy Taylor, Reuben Varella, Kevin Young and Brian Vass.

			Chapter 1

			
Profile of a Strategic Marketing Operations Leader

			I’ll never forget the first time I used the term “button pusher” to describe how some people view the value of marketing operations (MO). It was during a presentation I gave at MarTech West in 2018. As I looked through the bright lights and into the faces of my audience, I could see their immediate and almost visceral response to my comment: they didn’t like it. Yet for many of those in attendance, that was exactly how their MO group was perceived. Being the button-pusher organization was their reality.

			After the presentation, I had multiple conversations with audience members who voiced their irritation and frustration with this perception of their organization. Many expressed how they believed they could do so much more and be so much more, especially in terms of affecting business and driving value. Emotions ran high in these discussions, and I almost felt like a therapist.

			During these conversations, I heard the following common thread: MO is an underused and underrealized capability that could have a big impact on revenue, growth, customer centricity and digital transformation. In reality, this concept is widespread, reaching beyond the walls of that 2018 conference. Over the years, I have found it to be prevalent in too many MO organizations.

			My story doesn’t end there, though. As I reflected on my experiences of talking to and working with marketing executives, I began to analyze and categorize this issue. By doing so, I found the solution to change this perception of MO as “button pushers.” I developed a way, in fact, for MO to be a widely used and valued capability that does indeed have a big impact on revenue, growth, customer centricity and digital transformation.

			The solution to shift into this bigger role lies in leadership. I bet you thought I was going to say something related to technology. Certainly, technical acumen and access is required. However, the essence of this leap from button pusher to strategic partner is leadership. Think about that for a moment. At its core, leadership is the secret ingredient that can turn MO into a strategic player—and leave its image of button pushers in the past.

			The Time Is Now

			More importantly, and of particular relevance for this book, is that now is the perfect time for MO to transition into a strategic leader. Marketing—as a discipline, as a practice, as a function, as a competency, and as a capability—is changing. In part, the evolution of marketing correlates to the advancements in technology. At the same time, it is also tied to market shifts and societal upsets such as the pandemic. In this mass of upheaval and confusion, MO can and should be an accelerator, an enabler, and a guide for harnessing change. The shifting atmosphere provides a gateway for MO to evolve and be viewed as a strategic asset for an organization.

			When I spoke with Stephanie Ferguson, a corporate vice president at Microsoft, during an interview for this book, she expressed the shift clearly. “When I started, my job was to do digital and experiential marketing,” she said. “I was a brand manager. I had to recruit talent. I had to enable sellers, and that was a great job.”

			Fast-forward to today. “With technology and the need for operations, marketing leadership requirements have evolved,” Stephanie explained. Naturally, given those developments, her day-to-day duties now look radically different than they did five years ago. “I am more than a sales enabler,” she said. “I’m a business owner. I have accountability.”

			She’s also moved beyond that start as a digital and experiential marketer. “I am actually a customer experience advocate and fan builder,” Stephanie told me during our discussion. “I am not a talent recruiter. I am a talent developer because marketing operations talent is hard to get.”

			More importantly, Stephanie’s role as a strategic leader continued to expand. “Before I wasn’t a growth innovator. Now I can look at ways to actually grow the business. I have moved from a marketing leader to a marketing transformation leader, and I love that.”

			Stephanie’s description of her role today as a marketing leader is a far cry from the four Ps (product, price, place and promotion) taught in college marketing curricula. Indeed, today’s new demands require different skills than in the past. They also create opportunities for MO to move up and take on more of a leadership role.

			Moreover, Stephanie’s experience reflects a consistent conversation I have every time I speak with an executive. In fact, while carrying out many one-on-one conversations with marketing and MO leaders for this book, two distinct leadership themes became apparent. They are as follows:

			
					The role of MO leadership is the differentiating factor between a button-pusher organization and one that is viewed and used as a strategic asset for growth.

					The success of the CMO (chief marketing officer) and marketing is highly dependent on the leadership in MO.

			

			The combination of empowering technologies and MO leadership is, for the first time, making it possible to move marketing from the backroom to the boardroom. For this reason, it is an exciting time and is full of opportunities.

			[image: ]

			Marketing operations really does give me, as the CMO, incremental credibility. It gives me a stronger narrative to tell what’s working, what’s not working, where our investments are actually providing returns and how we’re thinking about channel optimization. I think about MO as helping me, as a leader, get to that next level and deliver my message with incremental credibility and validity.

			—Ken Robinson, chief marketing officer at Net Documents

			In this book, you’ll learn what kind of leadership in marketing and MO is required for this new game. You’ll see, step by step, how to take marketing from the backroom to the boardroom. The transition involves an evolution of sorts, consisting of the right leadership behaviors, a recognition of the challenges that leaders face today, a gathering of the needed talent and a journey of growth within an organization.

			To get started, this chapter focuses on understanding the behaviors of a strategic MO leader. Notice I use the term “behaviors.” Traits and characteristics are static constructs. In other words, just because you have them, it doesn’t mean you use them. In contrast, I believe leadership is an active role. Leadership is not about your qualifications or what you say you will do. Rather, it is about what you do every day.

			Profile of a Strategic Marketing Operations Leader

			What sort of career path is needed to become an MO leader today? As I researched this question, I came across an intriguing answer. A large percentage of the strategic MO leaders I interviewed for this book and know through my work did not take a traditional marketing or IT-oriented career path. In addition to having a variety of degrees, the interviewees had diverse work experiences. They had spent time not only in marketing but also in sales, consulting, technology, operations, finance and science. Surprisingly, one interviewee, who is now a marketing leader, began her career with a degree in English. Another interviewee, now a well-respected business leader, first spent four years in book publishing.

			Many attributed their career success to the variety in their backgrounds. For more information on their degrees and areas of expertise, see Figure 11:1 (“Interviewees with Advanced Degrees”); Figure 11.2 (“Degrees Held by Interviewees”); Figure 11.3 (“Business Expertise by Degree”); and Figure 11.4 (“Areas of Work Experience”) in the appendix. Interestingly, among the leaders I interviewed for this book, 48 percent worked in public companies, 22 percent worked in companies with five hundred or fewer employees, and 30 percent worked in companies with five hundred to one thousand employees. These statistics indicate the importance of a strategic MO organization in companies of all sizes.

			While there isn’t necessarily a cookie-cutter career path that needs to be taken to become an MO leader, there are certain behaviors common across strategic MO leaders. I discovered these behaviors during my many conversations with the interviewees for this book and also through my own experience working with and developing MO teams and leaders. Based on this research, I formed a profile that outlines six behaviors for the successful strategic MO leader. These behaviors are outlined in Figure 1.1, “Six Behaviors for the Successful Strategic MO Leader”:

			[image: ]

			Figure 1.1

			In the following sections, I’ll share a closer look at each of these behaviors. By putting them together, you’ll gain a full picture of how to be a strategic MO leader today. And for all the CMOs reading this book, these are the people you will want to hire.

			From Button Pusher to Business Leader

			If you’re still reeling from the “button-pusher” story I shared at the beginning of this chapter, I have good news. I’m going to shatter that misconception, and it starts with the first behavior on my list: being a business leader. Let’s first clarify the difference between a manager and a leader. Then I’ll discuss the specifics of business leadership for MO.

			A manager has people working for them. A leader, however, has people following them. Notice the difference? The first action is required, while the second action is voluntary. To step up as a leader means you provide vision, focus, motivation, inspiration, a collective identity and an environment for achievement. You are transparent, passionate, and committed and an excellent communicator. You have people who believe in you as a leader. Without followers, a leader cannot exist.

			A business leader has an extensive understanding of the business as a whole. She recognizes the role her organization plays in achieving high-level goals. Her organization is part of the strategic planning process and has a respected voice in shaping, tweaking, and driving strategy. The MO leader as a business leader is proactive in thinking about the business and bringing new solutions to the table.

			In an interview, Brandon Jensen, director of marketing at Juniper Networks, shared, “We have evolved from button pushers to thinking about how we should run the business and how we should think about the business.”

			The business-oriented MO leader lets the world know that they are much more than button pushers. They engineer marketing performance and the attainment of business goals through their combined business acumen, technology and data expertise. Outside of marketing, they are connected to and understand how the company works. They know how to create partnerships. Taking all together, they have the ability to create business insights that can better inform product decisions, funding decisions, new strategies and sales pursuits.

			Having a business mindset produces valuable results. The process, however, doesn’t occur overnight. When I spoke with Brandon Jensen of Plex Systems, he discussed this evolvement. “It takes some maturity to get to the point where others look to you for advice,” he said. “In the past, I told my team, ‘I don’t want you to be task monkeys. You need to be strategic in the way you approach the business, so that we can be a value to the organization. We should be able to say no to things and give reasons why, such as it doesn’t move the business forward as efficiently or in a direction of the goals that we have.’”

			Over time, as Brandon led his team with this approach, others took notice. He told me, “Now, people come to us for advice a lot more rather than just asking, ‘Can you give me this report?’ or ‘Can you build this campaign in your marketing automation platform?’”

			Today’s changing marketing needs make now the ideal time to shift into a business-minded leader. While exciting, being a business leader is a complex undertaking. In the next sections, I’ll break down the five sub-behaviors that fall under this overarching behavior. Together, they will help you form a clear picture of how to be a strategic MO leader in action.

			From Tech Geek to Digital Visionary
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			With the latest technologies, marketing operations can actually see which strategies are creating business … and this insight should certainly be going to the C-suite.

			—Claudine Bianchi, chief marketing officer at Zoovu

			I’ve worked in the technology space for most of my career. During that time, I’ve had the pleasure of meeting more than one digital visionary. All the digital visionaries I’ve crossed paths with have a few abilities in common. They understand both current and future technology. They can see its potential to transform a business, to build competitive advantage and to win in the digital age. They all know how to practically apply technology to build a better business. In fact, more and more companies are hiring digital transformation officers to do precisely this.

			Acting as a digital visionary is a vital role played by the MO leader. Having this behavior is also necessary to up-level to a strategic MO organization. Now is an optimal time for the MO leader to take on this strategic responsibility. Digital transformation in marketing and across organizations is considered a matter of business survival. In 2020, 97 percent of business leaders stated COVID-19 had sped up their digital transformation efforts.1 Moreover, 79 percent said COVID-19 increased the budget for digital transformation.2 

			These trends create the perfect opportunity for the MO leader. Companies are hungry for both knowledge and leadership to compete more effectively. MO leaders can step forward to harness technology and data to pursue business goals. They can shed the tech geek persona, which is transactional and reactionary. They can replace it with a leadership style that is proactive, change oriented and highly strategic. These attributes lead to both a seat and a voice at the table.

			Dual Role in Digital Transformation

			The strategic MO leader plays a dual role in digital transformation. First, this type of leader works closely with the CMO to create, sell and execute digital transformation in marketing. A hallmark of their success is to move marketing from a cost center to a revenue and growth center. Therefore, a strategic MO executive blends a deep understanding of current and future technologies, a passion for culling insights from data, a focus on the end-to-end customer journey and a business approach to drive digital transformation within marketing.

			Second, the strategic MO leader often works with a cross-functional team on the digital transformation of the wider business. In some situations, marketing transforms before the rest of the company. When this happens, marketing has an incredible opportunity to provide unique knowledge, experience and leadership in business transformation.

			I spoke with Heather Cole, vice president of enterprise marketing products and solutions at AMEX, about her experiences with driving broadscale transformation. To do so, she advised setting a clear strategic vision you can easily articulate. She also discussed bringing in others early. “When I stepped in to lead this function, it was a collection of multiple teams from across the company that had been brought together into a center of excellence, but each team was at a different level of MO maturity,” she said. “We set out on an ambitious transformation road map to make our MO function significantly more unified, efficient and customer centric. To be successful, you cannot underestimate the importance of having a common vision, sharing that vision often and ensuring buy-in to that vision.”

			Also keep in mind that transformation takes time and is a journey, not a destination. “When it comes to transformation, it doesn’t mean everything all at once,” Stephanie shared. “It’s a journey that you’ve probably never been on, but I think the key thing to do is to look at it and ask, ‘Where can I bite something off and show results?’ Then you show some early results and look for the next place where you can show more results.”

			From Data Driven to Insights Obsessed

			For years marketers have heard the refrain, “It’s all about data.” Actually, this statement is not true. Actionable insight is what allows any part of the business to take immediate and appropriate action. The strategic MO leader is charged with making this a reality. Given the customer-driven and digital world we live in, it is a powerful deliverable that can immediately up-level MO and marketing in the business.
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			When I took over as the leader of MO for SAP, the first thing my boss, the head of North America marketing, said to me was, “You know, if you could do one thing, get better at insights.”

			—Tom DelMonte, head of North America marketing operations at SAP

			Being insights obsessed begins with a basic data foundation of quality, cleanliness, relevance, governance, network and normalization. Creating this set of actions is often a huge hurdle for a marketing organization and one they must overcome. A strategic MO leader takes this foundation of good data and elevates it to a platform that generates actionable insights. As a result, marketing becomes a repeatable, predictable and scalable (RPS) revenue machine. It also allows other parts of the company to make data-driven decisions in ways they could not before.

			The strategic MO leader’s first action (after cleaning data) is to instill the data/insight obsession. They then implement it into all parts of the marketing organization. They work with the entire marketing team to help them embrace, use and take responsibility for the quality and analysis of the data available to the marketing team. They work to democratize data by helping the marketing team see the power and the possibilities derived from making data-driven decisions. They work with marketing to help them turn data into insights to improve the performance of marketing. “It’s been a little bit painful for people, but the data tells the story,” Brandon Jensen of Plex Systems told me. “It just helps us get better at the business, and pivot faster than we otherwise would have.”

			Beyond the marketing team, today’s CMO cannot do their job without a strategic MO leader who is providing both data and business insights. The CMO is on the hot seat in executive and board meetings. I’ve seen these board presentations change radically as the CMO shares data and data-derived insights rather than guesses. The result is a game changer for marketing, as it builds validity and credibility with executives.

			I sat down and talked with Abby Ryan, global director of marketing operations at SAP Concur, about data-derived insights. Part of the validity and credibility for MO comes from how the data and insights are sourced, she noted. “I think there is a tendency for people to show the best-looking data that they can, especially when money is involved,” Abby explained. “Within the marketing ops function, because we’re not the ones creating the programs, nor are we beholden to pipeline targets, we’re able to just tell it like it is. That’s really powerful, because it’s actionable data.”

			Customer Data Is King

			Chief among all kinds of data is customer data. As more companies pivot to being customer focused, marketing is sitting on a gold mine of data waiting for someone to arrive with an excavator. Powerful data is essential to inform working knowledge of the customer, including digital body language and demographic data kept within marketing systems. Having the right data aids the creation of personas, segments, messaging and actions. Moreover, it updates your knowledge of the end-to-end customer journey and key actions required along the way for all customer-facing parts of the company.

			I have been in countless organizations that talk about being customer focused, yet they rarely look at the behavioral data of prospects and customers at their fingertips. Being insights obsessed is like being a miner: you find the data, process the data and create insights that are of value to the company.
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			I’m not asking for dashboards. I’m asking for actionable insights.

			—Rohit Prabhakar, vice president of digital marketing at Thomson Reuters

			Data will continue to be a challenge for the strategic MO leader. I have never seen a company at which this was not true, and I don’t expect to anytime soon. Many of the MO leaders I interviewed advised ensuring that you have a strong data analysis capability on your team. You need this strategic capability, and it isn’t possible to borrow from another function.

			From Single-Trick Pony to a Process Engineer

			One of the most exciting aspects of the strategic MO leader is their role as a process engineer. MO has a unique view and a data-driven approach that allows them to link and optimize processes in marketing and across other functional areas such as sales and customer success. The best example I can think of for this is the lead management process.

			For years, both marketing and sales have been frustrated by their inability to get on the same page in terms of lead flow and lead processing. Marketing works hard to produce high-quality leads that are often dismissed by sales. You know the story.

			In contrast, there is something almost magical when the strategic MO leader takes over reengineering this core process. First, MO brings immediate credibility into any conversation with sales. Using data rather than gut intuition, they can make a case for change and demonstrate the benefit to sales. Second, the MO leader takes a project management approach, minus all the drama and emotion, in figuring out what is wrong and what they need to do to fix it. The net result is that the lead management process—a core element to the revenue engine—becomes repeatable, scalable and predictable (RPS). I consider this one of the strategic MO leader’s most critical successes.

			Lead management is only one process that I’ve seen MO take on, get buy-in to the changes and drive more value from the business. Other core processes include the buyer journey, personas and customer centricity. As more and more companies make the pivot to become customer centric, this is a big opportunity for the strategic MO leader. (More about this later in the book.)

			Process is key above all: that’s the point Danny Essner, vice president of revenue marketing at Sisense, Inc., made when I spoke with him. “A pitfall for many marketers is they fall into the ‘This is really cool technology’ trap,” he explained. “There is a lot of bright, shiny stuff, and I understand the lure. It is easy to get overwhelmed. I say don’t let the technology get ahead of process. Sit back, offline, with pen and paper and find out what your business processes are, and then determine which technology will best optimize that process.” Taking this step can be done in partnership with sales. “Then let the technology mold to support these policies rather than have the technology drive processes,” Danny said.

			From Business as Usual to Change Agent

			Change and the acceleration of change are the only constants in our world today, and nowhere is this truer than in the technology sector. The implementation of any single piece of technology introduces a modification—either in a process or in how someone does their job. Layer on big data, more technology, more stakeholders, and more complexity in business and the number one job of any leader now becomes to manage change. For the strategic MO leader, she is often leading the charge and helping multifunctional stakeholders adopt the change.

			I don’t use the term change agent casually, although it is often glossed over or downplayed as a critical activity. Let’s look at the definition of a change agent to see what is involved.

			First, a change agent can be someone from inside or outside the company. For the MO organization, I most often see the MO leader in this role. Next, being a change agent goes well beyond normal reporting structures. She is a catalyst who influences change through vision and inspiration. A change agent is constantly promoting the why of the change and enabling the change down to an individual level. Essentially, she shows how to make things better.

			While technology and process are parts of the change, a change agent also focuses on the people aspect. Employees have to internalize and adopt the change. Working at an individual level, the change agent must identify and address prevalent attitudes and behaviors that could hinder change. She must also be aware of the organizational culture that could get in the way. As Peter Drucker said, “Culture eats strategy for breakfast.”

			The strategic MO leader is perfectly positioned to be a change agent. She has diversified knowledge of the company, leads the reengineering of processes, owns the technology and the data and is results-driven. “I would say the role of marketing ops for me is as much being my partner as being a change agent for the marketing team,” said Latane Conant, chief marketing officer at 6sense, during an interview for this book.

			The Best Change Management Tool: Communication

			One critical element to any change management is communication. Over the last ten years, I have seen the need for this skill skyrocket. Marketing has left the ivory tower and now works in a cross-functional, collaborative environment knit together by technology, data and process. Furthermore, COVID-19 led to an increase in virtual working environments, which further heightens the need for improved communications.

			To be a successful change agent, the strategic MO leader must communicate at a master level. The communication must also be tailored for each “persona” or key stakeholder group the leader is trying to influence. I often counsel any change leader to act like a politician with a platform and a stump speech. They need to deliver that speech as many times as possible, to as many people as possible, in whatever venue is possible. Many clients I work with actually create a persona-based communication plan and strategy to ensure everyone is aligned.

			[image: ]

			I have passion for looking at that broader picture, driving change management and then figuring out, “How do we smartly, operationally do this?”

			—Stephanie Ferguson, corporate vice president at Microsoft

			From Hiring Manager to Team/Skill Builder

			The essential differences between being a hiring manager and being a team and skill builder consist of vision and time horizon. As a hiring manager, you live in a world that is well ordered. Job descriptions are in place. Roles are defined and have specific places on the team. In contrast, a team/skill builder works with a vision of the future, and things are not so clear. New job descriptions may need to be written, and roles and responsibilities might be more fluid. Flexibility, agility and outside-the-box thinking are required to meet the ever-changing needs of the business. Hiring managers deliver for the current requirements. Team/skill builders are delivering for the future.

			Team and skill building are important both for the success of MO and for marketing overall. They are so vital, in fact, that an entire chapter (see page 187) is dedicated to this topic. From finding, getting and keeping the right talent, to training and reorganizing around a new way to do business, the strategic MO leader spends an inordinate amount of time building a team and gathering the right set of skills. In all my interviews and work with MO leaders, talent is often cited as a top challenge. Why? Because finding technical, analytical, marketing and business skills in one person is difficult.

			Team building is expressed in a number of ways, including the actual organizational structure itself. For the MO organization, there is a wide variation in team structure, although the more mature the organization, the more consistent the team composition. More than any other part of marketing, I see constant changes in the MO team structure. We are really still in the Wild West days of MO as a capability. Thus, the MO function is highly defined by the evolving needs of marketing, the needs of the company, and where talent is located. As a result, any MO leader spends a lot of time tweaking the structure.

			Looking at a team structure on paper is easy, but building it out is often problematic. The strategic MO leader must determine how to fill in the boxes, which involves making decisions about renting, buying or training talent (or some combination of those). Renting skills short term can help reduce the time to results and provide a training opportunity for less-skilled employees, but there may be problems with bringing in outside talent. Buying talent provides immediate benefit but can be very expensive, and training just takes time. In addition, I have yet to see anyone do training well. (For a deeper dive into talent management, see page 206).

			[image: ]

			You need to be the type of leader that can mentor and train and challenge and raise people up in their careers.

			—Brian Vass, vice president of revenue operations at Paycor

			When building talent, “focus on the strength of the team,” said Ashleigh Ford, senior marketing manager at Trend Micro, during a recent conversation. “Figure out where their aptitude is, what their passion is, and let them grow. Then encourage them with training and sales. MO professionals are in high demand, and you want to make sure they are happy and that they are growing their career. To do this, you must provide an environment that helps them foster ideas and growth while supporting their passions and strengths.”

			Another aspect of team building is cross-team integration. I’ve seen MO leaders build amazing MO teams and then fail because they were not fully integrated with marketing. A particular challenge arises if the MO group reports to IT and not to marketing. At the end of the day, the MO group is a services organization and partners with marketing.

			One final aspect regarding training and skill building: I often see MO helping the other parts of marketing with data. MO can show these groups how to understand and use data to make more data-driven decisions. I believe this kind of marketing enablement is critical to the success of the entire organization.

			From Siloed Leader to Cross-Functional Facilitator

			I’ve observed an interesting phenomenon in marketing organizations: they have two different organizational charts. One is the traditional chart, which indicates who leads each part of marketing and who reports to whom. The second is not a traditional chart. Instead, it entails mapping a network of collaborative, cross-functional working relationships. In other words, it shows who needs to work with whom to get something done. I call this a collaborative network.

			Let’s consider an example of that second chart. Say a company has a vice president of marketing operations who is responsible for reengineering the lead management process. Unfortunately, the traditional way marketing approaches lead management is to get into a room and map it out. In this case, no one outside of marketing is involved. In addition, the process is not based on data but rather on gut feelings. When this initiative is led by MO, I see more stakeholders incorporated into the process. MO works with sales leadership, sales, insides sales, customer success and sales operations. Essential parts of marketing beyond MO include demand generation and field marketing. MO orchestrates the development and implementation of lead management by involving all the key stakeholder groups.

			Facilitating and involving these cross-functional working relationships can help create smooth processes and avoid obstacles. When I talked to Rohit Prabhakar of Thomson Reuters, he explained that there is a line that blurs between digital ops and sales ops. “It is the line where the martech systems connect with the CRM [customer relationship management] system, and the martech systems connect with ERP [enterprise resource planning] systems,” he said. “That’s the line where you have to have strong collaboration with your partners on the other side.”

			As a result of this collaborative process, change affects people both within marketing and outside of marketing. Collaboration often begins in areas of technology, data and process design and continues into the rollout and optimization. People are much more likely to adopt change if they are part of the change process early.
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			I think you need to be the type of leader that can collaborate and partner well with sales and marketing have an understanding and respect for sales and an understanding and respect for marketing.

			—Brian Vass, vice president of revenue operations at Paycor

			For Dan Brown of Verint, the collaboration role has become so important that he has a dedicated role to fulfill this function called senior analyst, marketing collaboration. Responsibilities include defining the vision, strategies and objectives for marketing collaboration. Other tasks involve analyzing all current means of collaborating both within the marketing function as well as between marketing and other key stakeholder groups. By establishing a collaboration process and technical framework, cross-functional communication is improved. Overall, a sense of teamwork develops.

			One final word about collaboration: It must be intentional. In some companies I have worked with, the marketing ops team has a collaboration structure. The setup is similar to an organizational structure but is based on collaboration. The structure delineates all the key relationships, who is responsible, the goals of the relationship, and how to drive the relationship.

			A Time to Lead

			The time for MO to step forward as a strategic player is now. The changes in marketing, coupled with the evolving roles of MO and its key position to support the CMO’s success, create the perfect opportunity for MO to be seen as much more than a button pusher. By putting these behaviors into action, you can be a strategic MO leader within your organization.

			In the following pages of this book, you’ll learn how to completely fill out that leadership role. The next chapters will take you on a journey to help you understand the challenges CMOs face today and how those obstacles create opportunities for MO to move up. You’ll also learn how to build a strategic MO organization and put it into action. I’ll introduce an MO maturity model so you can evaluate exactly where you are and what you need to do next. Along the way, I’ll point out the skills required for a strategic MO organization and how to develop the right team. Finally, I’ll show you what lies ahead and how to put all these lessons into action to succeed.

			Let’s move on to understand the CMO challenges of today and define the strategic MO.

			Chapter Summary

			A Quick Glance at What We Learned

			[image: ]	This book is about leadership and will show you how to get marketing a seat at the table.

			[image: ]	MO leadership continues to rapidly evolve and play a key role in company performance.

			[image: ]	The success of the CMO is tied to the leadership in MO.

			[image: ]	The strategic MO leader acts as a business leader, not a button pusher.

			[image: ]	As a business leader, the strategic MO leader acts as a digital visionary, turns data into insights and is a process engineer, change agent, team/skill builder and cross-functional facilitator.

			
chapter 2

			
The CMO Connection

			Every executive I know is consumed with how to do business in the digital economy. Their obsession is understandable: technology has forever changed both our personal lives and our professional practices. Advances in technology have been so life altering that what worked in the past no longer is useful, especially in today’s engagement economy. Furthermore, those previous uses won’t be applicable in the future. Essentially, old ways of addressing competition, working with customers, driving revenue and ensuring profit margins are out the window. 

			In this uncertain and constantly evolving environment, marketing has more opportunity than ever before. There is a chance to reimagine and reinvent the role and value of marketing to the business—in short, to step up and get that seat at the table.

			For marketing to take advantage of this opportunity, two elements need to be in play:

			
					The right kind of MO leader and MO organization

					The right kind of CMO

			

			In chapter 1, I talked about the right kind of MO leader. In later chapters I go into detail about the MO organization. In this chapter, I’ll explore what’s going on with the role of the CMO. If you are going to transform into a strategic MO leader and organization, it is imperative you understand CMO pressures and expectations.

			I’ll start by delving into the three main challenges CMOs face in today’s environment. Then I’ll explain what CMOs are doing to overcome these obstacles and perform at a high level. To help you understand these strategies, I’ll share some key findings from my doctoral studies pertaining to this topic. Along the way, I’ll show the connection between the need for a strategic MO leader and MO organization for the CMO to be successful. Let’s begin with a look at the CMO’s three big initiatives.

			The CMO’s Three Big Challenges

			The emergence of marketing operations as a strategic marketing capability is partially driven by three game-changing CMO obligations (see Figure 2.1, “Three CMO Challenges”). These main duties are laid out in the following list:

			
					Drive credible revenue and growth—grow revenue.

					Define and execute the vision for digital transformation—go digital.

					Lead and implement the pivot to customer centricity—engage customers.

			

			[image: ]

			Figure 2.1

			Notice that growing revenue is in the center of Figure 2.1, “Three CMO Challenges.” Driving revenue and growth (“Grow Revenue”) is the result that matters the most for today’s CMO. Digital transformation (“Go Digital”) is the foundation required to achieve the result and customer centricity (“Engage Customers”) is the accelerant to get to the result.

			I see validation of the CMO’s three challenges in almost all of my interactions with marketing leaders, including the interviewees for this book. All their comments and insights revolve around these three challenges.

			Let’s look at some quick definitions and the interplay of the three challenges:

			
					Revenue accountability—“Grow Revenue”—signifies that marketing is an equal partner on the revenue team and has a responsibility to drive pipeline and revenue growth, repeat business and improved margins. The mindset of the marketing organization is that they are revenue marketers responsible for revenue and growth. They run marketing like a business with a P&L approach.

					Digital transformation—“Go Digital”—is the adoption of digital technology to transform services or businesses through replacing nondigital or manual processes with digital processes.

					Customer centricity—“Engage Customers”—is defined as a company-wide competence to sense and respond to customer needs in almost real time. Marketing plays a key role in developing and executing this competency. The mindset is that marketing has ditched the funnel view and instead has adopted a holistic customer journey view to the business of marketing.

			

			As you consider the three challenges, know that they do not stand alone. They are intertwined and have dependencies on how they interact.

			Let’s now take a closer look at each of the CMO’s challenges. I’ll start with some more insight into what goes into that main challenge of driving revenue and growth. Then I’ll branch into the initiatives I laid out that support this revenue need: digital transformation and customer centricity.

			CMO Challenge 1: Drive Revenue and Growth (Grow Revenue)

			The earliest and still most pervasive of the three CMO responsibilities is revenue accountability (“Grow Revenue”). You probably wish it was digital transformation. Trust me, it is driving revenue and growth. Here’s why: if marketing can’t do this right, they will forever be a second-class citizen. At the end of the day, it doesn’t matter how cool of a martech stack you have accumulated. If what you do doesn’t help enable and drive credible revenue growth, get ready for a job change—right along with your CMO.
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