
GENERATING VALUE  
IN THE NEW ERA  
OF MARKETING
December 2019

theadlearningexchange.com/business

http://theadlearningexchange.com/business


TABLE OF  
CONTENTS
3 Introduction

4 Drive customer experience

5 A whirlwind of change

6 Establish the value of marketing

6 Marketing budgets are tightening

7 Leaders are only as good as their teams

9 Build an aligned team

10 Four steps to build an ROI-focused marketing team

13 About The Ad Learning Exchange

theadlearningexchange.com/business

http://theadlearningexchange.com/business


Today, CMOs are operating in a pressure cooker.

The scrutiny from the top is immense, while 
marketers are kept up at night with new, high-stakes 
business objectives: to drive growth and to prove the 
value of the marketing function.

Marketing organizations are increasingly earning 
a seat at the business-decision table. A State of the 
CMO report in 2019 found that:

52 percent of marketers admitted that pressure from 
boardrooms and CEOs has increased over the last year 
and with that responsibility has inevitably come the 
push to drive such bottom-line measures as revenue 
and growth.1 In fact, most CMOs (53 percent) surveyed 
for a recent Forbes report said that increasing 
revenue was their top mandate.2 

Marketing is no longer seen as an adjunct business 
function, but instead is now a fundamental part 
of business success. In part, this is due to the 
expanding purview of the marketing organization. 
In many cases, marketing now includes such 
functions as customer service, sales, public relations 
and data science, and if a function is not explicitly 
part of the organization, it’s working closely with 
marketing to align objectives and outcomes. All this 
stems from a general understanding that marketing 
has incredible potential to build relationships with 
customers, which is now the latest wave in consumer 
expectations. Businesses are aware of the potential 
that marketing data, technology, creative and 
operations have on building long-term relationships 
with consumers, and it’s all thanks to the buzzword 
that has become plain language even in non-
marketing circles: customer experience.

1  https://www.cmo.com.au/whitepaper/373938/state-of-the-cmo-2018/
2  https://www.forbes.com/sites/kimberlywhitler/2018/11/12/new-study-identifies-the-top-issues-that-keep-cmos-up-at-night/#cc4f0248a74d 3
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In business today, it’s all about building and 
maintaining strong relationships with consumers  
to drive revenue.

Consumers today use an average of ten channels — 
such as social media, mobile apps and online  
portals — that act as touchpoints for brands.4 
Personalization at scale is no longer just an 
experiment. Now, nearly two-thirds of consumers 
expect companies to not just understand their 
needs but to anticipate them, and more than half 
(53 percent) of consumers say they always expect 
personalization.5 Always. 

As those outside the marketing function begin 
to understand the real power of the customer 
experience and its impact on bottom-line business 
goals, the heat from the boardroom and from CEOs 
is dialing up. Decision-makers now know what 
a well-oiled marketing organization can do, and 

they’re setting expectations high. These expectations 
to drive consumer relationships are coupled 
with pressure to drive revenue, and the two don’t 
necessarily align all the time. When growth and 
revenue are top of mind, they’re bolstered by great 
data, whereas customer relationship management 
can be less measurable.

3  https://www.adobe.com/content/dam/acom/en/experience-cloud/research/roi/pdfs/business-impact-of-cx.pdf
4  https://www.salesforce.com/research/customer-touch-points/
5  https://www.salesforce.com/content/dam/web/en_us/www/documents/briefs/customer-trust-trends-salesforce-research.pdf

DRIVE CUSTOMER EXPERIENCE

4

80%
of business decision-makers put improving their 
company’s customer experience among the top 
priorities for the coming year, and 81 percent said 
increasing retention and customer loyalty was 
another top priority3



In a world where analytics reign, martech is the path 
to the throne. The emphasis on customer experience 
has marketers not only considering every touch point 
with consumers critical, but it has also opened up 
opportunities for new data and marketing technologies 
to actually impact the bottom line. Consumer behavior, 
data sources, channels, platforms, technologies, tools, 
networks, devices, regulations, best practices — they  
all matter. And, everything seems to be in a constant 
state of flux. New data and tools are being added to the 
mix every day. The average number of data sources 
available to marketers has grown by 20 percent 
since 2017,6 increasing the possibilities for marketing 
organizations, but also intensifying the gap between 
what’s available and what you can prove is best for  
your organization. 

On top of data, marketing technology is growing at an 
even faster rate. 

  6  https://c1.sfdcstatic.com/content/dam/web/en_us/www/assets/pdf/datasheets/salesforce-research-fifth-edition-state-of-marketing.pdf
  7  https://chiefmartec.com/2019/04/marketing-technology-landscape-supergraphic-2019/

A WHIRLWIND OF CHANGE
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The technology is changing fast, and the possibilities 
are growing exponentially. These are not hyperboles. 
These are not exaggerations. This is the state of 
marketing today, and the expectations for performance 
are higher than they have ever been.

There are 7,040 martech 
solutions available as of this 
year, providing everything 
from marketing automation 
to sales enablement to data 
visualization and everything 
in between. That’s a 275 
percent increase in the 
number of solutions today 
compared to what was 
available to marketers just 
five years ago.7
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  8  https://www.adobe.com/content/dam/acom/en/experience-cloud/research/roi/pdfs/business-impact-of-cx.pdf
  9  https://www.cmo.com.au/article/662739/state-cmo-2019-tenure-shortens-pressure-marketers-strive-demonstrate-impact/
10  https://c1.sfdcstatic.com/content/dam/web/en_us/www/assets/pdf/datasheets/salesforce-research-fifth-edition-state-of-marketing.pdf
11  https://www.gartner.com/en/marketing/research/cmo-spend-survey-2019-2020

In a world where only a third of marketers feel 
their role is well-defined9 and communication 
with the rest of the C-suite can often be disjointed, 
demonstrating worth is quite the challenge. 

Amidst all the changes in technology, consumer 
behaviors, channels and platforms, it’s no wonder 
CMOs struggle to demonstrate the financial impact 
of the marketing organization. There’s too much to 
pay attention to, and it’s causing a lack of clarity 
across the board. Only 47 percent of marketers have 
a completely unified view of customer data.10 That 
means less than half of marketing organizations 
have a firm handle on customer data — the lifeblood 
of the very thing that the company is expected to 
run on in 2019: the customer experience. 

The modern marketing organization needs to 
be agile. It needs to be able to move quickly and 
avoid bottlenecks. It needs to adjust to changing 
expectations and opportunities — not just to 
thrive, but to merely survive in today’s competitive 
landscape where every business is vying for the 
attention of consumers. But how?

MARKETING BUDGETS 
ARE TIGHTENING
Marketing is expanding 
to cover a multitude of 
business objectives, and 
yet it’s simultaneously 
facing the reality of 

budget constraints. This year, marketing budgets 
dropped to the lowest amount since 2014, and more 
than a quarter of marketers blame weaknesses 
in their martech strategy on insufficient budget, 
resources or capabilities.11

With martech, customer data and other mission-
critical operations on the line, it may not matter if 
any or all of the functions are outsourced, so long 
as the decisions to deploy and the ROI measurement 
remain in-house. Marketers are making investment 
decisions — that is, decisions to deploy more tools 
and use more data — with overall value in mind. 
If the necessary technology isn’t deployed, or if — 
much worse — it is deployed without oversight from 
a team that truly understands its value, marketing 
organizations could find themselves in trouble. 
And yet, with so many opportunities available, a 
marketing budget that is not optimized is an all-too-
real sinkhole.

47%
of marketers 
have a completely 
unified view of 
customer data

only

ESTABLISH THE VALUE OF MARKETING
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According to a recent report by Deloitte, 63.8 percent of marketers say that demonstrating the impact of marketing on financial 
outcomes is their top difficulty on a day-to-day basis.8



Regardless of whether you bring digital marketing 
completely in-house or outsource the bulk of it, 
you’re going to need internal members of your team 
who understand the ins and outs of the various 
technologies, channels, data sources and advertising 
platforms. You need them because you need to 
understand the value of your marketing  
deployments — every last one — so you can clearly 
demonstrate how they align with your overall 
business objectives.

So yes, you’re using the latest technology and the 
newest data to reach your customers in a meaningful 
way, but are you focused enough on the ROI to justify 
what you’re spending your budget on?

Recent research has shown that optimizing  
marketing budgets for the ROI contributions of  
each channel could increase global profits for  
brands by $45 billion.12

That’s billions of dollars in potential profits wasted 
by failing to optimize marketing capabilities. A deep 
understanding of the marketing mix and budget 
allocation can help increase ROI for marketers. In 
order to do that, an in-house team — one that has a 
close eye on ROI — is necessary.

For example, when marketing teams partner with 
highly specialized agencies —  for things like AR and 
VR or voice-activated commerce — the internal team 
still needs to understand the value of the technology. 
Technology is democratizing, meaning that 
previously complex and highly specialized functions 
such as programmatic advertising are now within 
reach for in-house teams. The issue is getting the 
in-house team to understand not only the technology 
but the value behind its capabilities. At the end of the 
day, marketing organizations need to have martech 
generalists on their teams who understand how the 
technology works and who can thus help optimize 
marketing budgets. 

12  https://bestmediainfo.com/2018/06/ebiquity-optimising-ad-budgets-can-lead-up-to-45-billion-increase-in-global-profits/
13  https://www.gartner.com/en/marketing/research/cmo-spend-survey-2019-2020

LEADERS ARE ONLY AS GOOD AS THEIR TEAMS
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of marketers have moved 
some aspects of marketing 
delivery to in-house

63%
of the average 
marketing budget still 
allocated to agencies13

22%
leaving only



how do we 
deploy agency 
functions and 

marketing 
technology 

with a team 
that truly 

understands 
the marketing 
value of it all?

LEADERS ARE ONLY AS GOOD AS THEIR TEAMS
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The question CMOs need to be asking isn’t in-house 
or agency? It’s how do we deploy agency functions and 
marketing technology with a team that truly understands 
the marketing value of it all? Because even when the 
internal team isn’t deploying the programmatic ads or 
executing digital display ads, they still need to be in 
the know. The in-house team, be it large or small, is 
the glue that holds the organization in place. Without 
people on the inside who understand the channels 
and technology and how they’re impacting the 
bottom line, there is no way to truly measure ROI — 
especially when the landscape is changing so rapidly.

The team needs to be aligned. The team needs to be up 
to speed. When there is a lack of internal knowledge 
of marketing functions, there’s going to be a gap in 
capabilities that no technology or agency can fill.



Hiring in the marketing sector is still growing, though 
not as quickly as in previous years.14 This seems to 
coordinate with the slowing of marketing budgets. 
But it also points to a lack of skills in the industry. 
We have all heard about the skills gap in marketing 
and how it’s expanding. But what can CMOs do about 
it? Though the skills gap is not at the top of C-suite 
priorities, it clearly impacts the effectiveness of 
marketing functions. And defending the financial 
impact of marketing is high on their list of priorities.

As marketing becomes, at once, broader and more 
highly specialized, the skills needed to operate as a 
marketer grow and change. Plus, when you’re hoping 
for your organization to deliver excellent customer 
experiences around the clock — at every touch  
point — all while trying to prove the value of it all,  
it can be tough to keep up.

But not too tough.

14  https://www2.deloitte.com/content/dam/Deloitte/us/Documents/CMO/us-cmo-highlights-and-insights-report.pdf
15  https://www.thedrum.com/news/2019/01/21/32-brands-have-marketing-skills-gap-most-struggle-find-quality-talent
16  https://www2.deloitte.com/content/dam/Deloitte/us/Documents/CMO/us-cmo-highlights-and-insights-report.pdf

BUILD AN ALIGNED TEAM
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37% of UK marketers said their teams possessed 
all the skills they needed to deliver on their 
marketing objectives.15

only

Investments in developing new capabilities and 
knowledge in marketing have increased by more than 
10 percent over the last year, and today, 4.7 percent 
of marketing budgets are devoted to training and 
development — almost a full percentage higher than  
in August 2018.16

It’s clear that companies are already making 
investments in marketing knowledge, seeing the 
benefit of filling the skills gap in the organization. 

And yet, with slow-growth marketing budgets and  
an ever-increasing breadth of necessary skills 
required for all levels, knowledge investments may 
not be seeing a high overall ROI. Why not?

Traditional training, which offers professional 
development opportunities to a select few in the 
marketing organization, has its downsides. First, 
it can be expensive — so expensive, in fact, that 
marketers often have to pick and choose who on 
the team is allotted a professional development 
investment. The expense of one course for one 
professional can be in the thousands, and whereas 
the participant may come out of the course  
well-versed in that particular marketing function,  
it does not guarantee that he or she will be  
up-to-date on that topic a year from now.



Marketing, as we well know, is changing at lightning 
speeds. As discussed earlier, there are now more than 
7,000 marketing technologies available to choose 
from, whereas in 2017, there were only 3,500 (which is 
ten times more than there were in 2014, by the way). 

You get the picture. Hundreds of new technologies 
are cropping up every year, and all of them serve 
the marketing function in some capacity. There are 
new channels, new expectations, new datasets, new 
AI configurations and new platforms to learn all the 
time. No single course or certification taken last year 
is going to prepare your marketing managers for what 
they need to know this year or next. With traditional 
training methods, there’s simply no way to keep up.

To build a team that has the capability to get the most 
ROI out of your marketing organization, there are 
certain steps you need to take:

no single course 
or certification 

taken last year is 
going to prepare 
your marketing 

managers for what 
they need to know 

this year or next
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FOUR STEPS TO BUILD AN ROI-FOCUSED MARKETING TEAM

INVEST IN ONGOING LEARNING 
Marketing is changing every day. That means there’s more to learn every day, week, month, year. One employee 
completing a certification course in programmatic advertising will benefit the organization for a short period of time, 
but what happens when the rules of programmatic ads shift in a few months? How are you going to ensure that you’re 
now getting the most value from your programmatic spend? The answer is found in ongoing learning. 

Your team is only as good as the opportunities they have, and marketers need to provide the opportunity for their 
teams to learn regularly and month-over-month from freshly curated content addressing exactly what’s critical in 
marketing now. The world we live in, and almost everything we consume, is built on a subscription model. 

Ongoing services and products are delivered with customer relationships at the forefront. So, why should skillbuilding be any different, 
especially when the health of your marketing organization is what’s at stake?

#1
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CONTROL YOUR CURRICULUM 
Ongoing learning is essential to keeping up with 
the dynamic world of marketing in the so-called 
Fourth Industrial Revolution, but parsing through 
online learning platforms can be a job all to itself. 
Or, maybe you have a firm grasp on the missing 
pieces from your team and know exactly how to fill 
in the gaps for new hires or refresh current team 
members. You just don’t have the delivery method. 

Marketers sometimes need to use a customized 
approach to learning that lets their team learn what 
they need to, when they need to.

Whether that’s just the marketing basics, or a 
specific onboarding curriculum, a deep dive 
into new functions you’re bringing in-house or a 
completely bespoke curriculum that applies only 
to your team, control is key.

#2

#3
BE COMPLETELY AGILE 
In a recent Gartner study, 89 percent of CMOs said that they embrace some form of agile marketing.17 If marketing as a 
whole seems to be embracing the value of the agile, iterative approach, that philosophy could easily translate to filling 
the marketing skills gap in any organization. 

The skills that are gained today may not be relevant in a year, which is why taking care to design your approach to learning as an ongoing 
process is essential to enhancing the performance of your organization over time.

17  https://www.gartner.com/en/documents/3886477/cmo-perspective-7-key-practices-to-successfully-lead-tod
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#4
UPSKILL WITHIN THE BUDGET 
It’s no secret that marketing budgets are tightening overall. They’re the lowest they’ve been in five years. And yet, 
learning is one of the first things to get cut when budgets are tight. It makes sense with traditional learning strategies 
that exclude most of the team and supply knowledge with an expiration date. But ongoing, agile learning could just be 
the answer to help marketing do what the leadership expects: drive revenue and prove its value. 

Fitting all this inside a sagging budget, however, requires scalability. 

It requires investing in learning that is reasonable enough to allow everyone on your in-house team to upskill as needed, month over month,

because that’s what you need to make sure your marketing operations are cohesive and aligned with your bottom line.
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Investment in marketing teams should get the 
attention it deserves. Marketing is one of the  
most powerful functions for sales and customer 
success, for revenue and profit, for the company’s 
bottom line. 

Therefore, building teams that are aligned with 
your overall business objectives and continuing 
education for your team could lead to a more 
enhanced customer experience and higher profits.

FOUR STEPS TO BUILD AN ROI-FOCUSED MARKETING TEAM



ABOUT THE AD LEARNING EXCHANGE 
The Ad Learning Exchange (ALEx) is an online learning community for 
professional growth, providing a career-relevant curriculum led by industry 
experts. Individuals can sign up to take courses in the ALEx platform, or 
businesses can create an ALEx portal for their employees, which can either 
include an out-of-the-box curriculum or customized courses and tools 
created to meet their unique needs. 

As the first company in media training to offer an affordable subscription 
model, ALEx takes a different approach to closing the industry’s talent gap. 
Subscription courses are refreshed and rotated monthly to ensure a current 
curriculum and a variety of topics to learn at any time.

Topics cover challenges in the advertising and media industry, new 
marketing technology, emerging platforms and more, so learners can be 
educated as quickly as new trends surface. In addition, ALEx offers learners 
a community to connect with like-minded, growth-oriented professionals  
in the industry and exchange knowledge in a focused environment.

For businesses, subscribing to ALEx helps expand a team’s knowledge 
base and creates a learning culture that increases engagement and 
accountability. ALEx also builds teams’ internal capabilities through 
training that directly supports a business’s talent strategy.

theadlearningexchange.com/business
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