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IDC OPINION
IDC first identified the rise of the marketing operations (MO) function early in 2005
and provided a detailed analysis and framework for staffing requirements and
responsibilities as industry guidance for this role's contribution to the marketing
organization. Twelve months later, adoption of the marketing operations function
continues to expand, with 25% of tech marketing organizations having newly
established this function in the past year. But although the MO position and job titles
have been eagerly adopted, IDC believes that the role itself is still in the early stages
of development. Only a handful of vendors have staffed and structured the MO role
so that it can have a deep impact across the marketing organization. IDC suggests
that marketing leaders and the MO lieutenants need to focus on the following key
areas to optimize their potential for success in the next 12–18 months:
! The most effective MO leaders bring deep operational experience to the role,
with the credibility and political capital to identify and drive real process change.
! The MO team should report directly to the CMO or a global vice president of
marketing, focusing on the areas of strategic planning, performance
measurement, and marketing infrastructure. This reporting structure will give the
MO function the greatest opportunity to instill change in the organizational
processes of marketing.
! The MO team must be the agent of change to improve marketing's credibility in
the organization from a fiscal management perspective. A key success factor is
to collaborate with finance and IT to establish the foundation for marketing
managerial accounting — enabling the CMO and other marketing executives to
track and manage investment by region, segment, business unit, product line,
and campaign.
! Best-in-class MO teams will collaborate closely with sales, the CFO, the CEO,
and marketing executives to develop a performance measurement process that
cascades
from
corporate
objectives
to
marketing
objectives
to
campaigns/programs. An important facet of this strategy is facilitating the
improvement of marketing's lead management process, which is in a state of
disrepair across many organizations.
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IN THIS STUDY
This IDC study updates Rise of the Marketing Operations Function (IDC #34190,
October 2005), providing updated analysis of MO staffing requirements and roles and
responsibilities, insight into the progression of the MO profession, and insight and
direction regarding key success factors for the next 12–18 months.

Methodology
The data presented in this study is based on the results of an online survey of 68 tech
and non-tech MO professionals, supplemented by executive interviews with select
participants in the online survey. Information from IDC's CMO Advisory's 2006
Technology Marketing Benchmarks Survey is also included as part of this study. The
MO survey and executive interviews were conducted from August 2006 to November
2006. Sample participants included Adobe, APC, Autodesk, Avaya, BearingPoint,
Hitachi, IBM, Nortel, RSA Security SAS, Tektronix, TIBCO, Unisys, and VeriSign.
Company revenue ranged from less than $500 million to more than $20 billion
annually.
Field research for IDC's CMO Advisory's 2006 Technology Marketing Benchmarks
Survey was conducted from April through August 2006. The survey included
interviews with more than 100 senior marketing executives from more than 90 of the
world's leading hardware, software, IT services, and telecommunications vendors.
The interviews were conducted over the telephone or in person and were guided by a
26-question survey instrument. Interviews lasted approximately 60–90 minutes, and
either one or two interviews were required to complete a thorough response from
each business or business unit. Additional background on the survey methodology is
provided in Marketing Investment Planner 2007: Benchmarks and Key Performance
Indicators (IDC #203212, September 2006).
The IDC PowerPoint Presentation document entitled The Marketing Operations
Function: Is it Evolving Fast Enough? (IDC #204649, December 2006) is provided as
a companion to this document. It is intended to provide an executive-level overview of
the topic, facilitating review and subsequent internal communication of this
information.
Note: All numbers in this document may not be exact due to rounding.

Executive Summary
IDC identified the MO role as the "hot" new job title in 2005, with the function
representing an average of 2–4% of marketing staff at technology vendors. The MO
role continues to be the "new kid on the block" in marketing organizations; 59% of
companies have implemented the official MO role in the past two years. Based on
marketing's low credibility in the average tech organization and the lack of process
and infrastructure, the MO team faces significant challenges, especially with the
breadth of responsibilities that fall within the MO team's domain (e.g., strategic
planning, performance measurement, and marketing infrastructure). However, with
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challenge comes opportunity, and based on IDC's guidance for tech marketers for
2007 (see Figure 1), the MO team is well positioned to add significant value to the
organization.

FIGURE 1
IDC's Essential Guidance for Tech Marketing in 2007
and Beyond

Essential Guidance Summary
# Recognize that the next big opportunity
for the CMO is to effect change outside
of the corporate pillar.

Marketing Operations
and Processes

# Examine the product marketing
role and staffing ratios.
Corporate
Marketing
Product
Marketing

# Examine field marketing
support requirements.
Field
Marketing

# Start a marketing staff skill set
audit and improvement plan.
Start today!
# Earmark 5% of marketing
budget for IT (broadly defined).

Source: IDC, 2006

Marketing operations leaders need to focus on the following key areas to optimize
their potential for success in the next 12–18 months:
! The most effective MO leaders bring deep operational experience to the role,
with the credibility and political capital to identify and drive real process change.
! The MO team should report directly to the CMO or a global vice president of
marketing, focusing on the areas of strategic planning, performance
measurement, and marketing infrastructure. This reporting structure will give the
MO function the greatest opportunity to instill change in the organizational
processes of marketing.
! The MO team must be the agent of change to improve marketing's credibility in
the organization from a fiscal management perspective. A key success factor is
to collaborate with finance and IT to establish the foundation for marketing
managerial accounting — enabling the CMO and other marketing executives to
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track and manage investment by region, segment, business unit, product line,
and campaign.
! Best-in-class MO teams will collaborate closely with sales, the CFO, the CEO,
and marketing executives to develop a performance measurement process that
cascades
from
corporate
objectives
to
marketing
objectives
to
campaigns/programs. An important facet of this strategy is facilitating the
improvement of marketing's lead management process, which is in a state of
disrepair across many organizations.

SITUATION OVERVIEW
Survey Participants Represent Companies
Across a Wide Revenue Range
The data presented in this study is based on the results of an online survey of 68 tech
and non-tech MO professionals, supplemented by executive interviews with select
participants in the online survey. IDC's 2005 MO research provided clear indication of
a difference in MO roles and responsibilities across company size. Therefore, IDC
solicited input from companies across the revenue spectrum to provide the greatest
level of insight into the MO role. As Figure 2 shows, MO survey participants were
from companies with annual revenue ranging from less than $100 million to $10
billion or more.
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FIGURE 2
Respondents by Company Revenue
Q.

What is your organization's anticipated total gross sales volume; that is, annual revenue, for
calendar year 2006 (in U.S. dollars)?

(% of respondents)

25
20
15
10
5
0
<$100M

$100.0M–
999.9M

$1.0B–
2.9B

$3.0B–
9.9B

$10.0B+

High-tech companies
Other
n = 68
Source: IDC's 2006 Marketing Operations Study

The MO Role Is New to Many Companies
The formal MO role continues to be in its infancy, with 59% of companies having
implemented the MO function only in the past two years (refer to Figure 3). The
larger, more complex marketing organizations are ahead of the curve with regard to
staffing an MO function: 87.5% of companies with more than $6 billion in annual
revenue have had an MO function in place for more than two years, while only 33% of
companies with less than $6 billion in annual revenue have had an MO function in
place for more than two years. Three key factors have driven this difference:
! Larger organizations have a significantly greater need for financial management,
performance measurement, and process development and optimization as a
result of greater complexity and increased investment (e.g., greater allocation of
marketing resources across business units and regions, including staff and
program spend).
! Smaller organizations had been slow to recover from the tech sector downturn,
thereby increasing the difficulty marketing executives faced in securing funding
for investment in a new role as well as the infrastructure investment required to
optimize the success of the role.
! High-growth companies have been slow to recognize the need for greater
structure and process in their marketing organization, in most part due to the
inability to recognize marketing's increasing role as company revenue increases.
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This is especially true for software companies approaching the $1 billion to $3
billion revenue range, where marketing complexity increases at a faster rate
(e.g., regional expansion, shifts in channel strategy, product line expansion, and
solution and suite development).

FIGURE 3
Life of the Marketing Operations Function
Q.

How many years has your company had an MO function?

3 years or more
2 to less than 3 years
1 to less than 2 years
Less than 1 year
0

5

10

15

20

25

30

35

40

(% of respondents)
n = 59
Source: IDC's 2006 Marketing Operations Study

How Should You Determine the Size of Your
MO Team?
Approximately 80% of companies have a formal MO function, with staffing levels
ranging from less than 1% to over 8% of total marketing staff (refer to Figure 4). The
MO staffing levels vary slightly based on company size. As presented in Figure 5, MO
staffing levels peak as a percentage of total staff for companies with less than $500
million in annual revenue, drop to 3.0% for the $500 million to $2.9 billion revenue
range, and then level off at 3.7–3.9% for larger companies. Differences can be
explained as follows:
! Companies with less than $500 million in revenue leverage the MO function for a
wider variety of responsibilities, particularly in the areas of Web management and
customer and direct marketing analytics.
! IDC has found that companies approaching the $1 billion to $3 billion revenue
range are ill equipped to support their organization's growth strategy due to a
lack of investment and foresight into the need for development of marketing
processes. This trend is supported by the lower investment in marketing
operations staff in the $500 million to $2.9 billion revenue range presented in
Figure 4.
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! Many companies with more than $3 billion in annual revenue are well positioned
from an MO staff perspective.
IDC's overall guidance for staff allocation to the MO function is 2–4% of total
marketing staff.

FIGURE 4
Marketing Operations Staff as a Share of Total Marketing Staff

0%
0.1–0.9%
1.0–1.9%
2.0–3.9%
4.0–5.9%
6.0–7.9%
8.0%+
0

5

10
15
(% of respondents)

20

25

n = 87
Source: IDC's 2006 Technology Marketing Benchmarks Survey
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FIGURE 5
Marketing Operations Staff as a Share of Total Marketing Staff
by Company Revenue

<$500.0M
$500.0M–2.9B
$3.0B–9.9B
$10.0B+
Total
0

1

2

3

4

5

(Mean %)
n = 69
Note: Outliers and companies with no MO staff were removed.
Source: IDC's 2006 Technology Marketing Benchmarks Survey

IDC has clearly identified that marketing staff levels may vary based on other factors
in addition to revenue: sector, channel strategy, average cost per staff, percentage of
marketing budget allocated to highly leveraged marketing activities (e.g., advertising
and partner investment), outsourcing strategy, and program-to-people ratios.
Therefore, an additional method is provided to help quantify the size of the MO
function: MO staff as a function of marketing budget by revenue range. As presented
in Figure 6, the marketing budget carried per MO staff varies from $6.7 million for
companies with less than $500 million in annual revenue to $15.6 million for
companies with more than $10 billion in annual revenue. As previously discussed, the
lower marketing budget per MO staff for smaller companies is the result of MO staff
having a greater variety of responsibilities within the marketing "umbrella." IDC's
guidance is that a company should have one MO staff person for every $10 million to
$20 million of marketing budget.
Evaluating the roles and responsibilities of the MO function provides greater insight
into the staffing requirements for the MO team.
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FIGURE 6
Marketing Budget per Total Number of Marketing Operations
Staff by Company Revenue

<$500.0M
$500.0M–2.9B
$3.0B–9.9B
$10.0B+
Total
0

5

10
($M)

15

20

n = 69
Note: Outliers and companies with no MO staff were removed.
Source: IDC's 2006 Technology Marketing Benchmarks Survey

Defining the Roles and Responsibilities
of the MO Team
The key responsibilities of the MO function include marketing strategic planning,
performance measurement, and the associated development of the processes and
infrastructure to support these areas. IDC's formal definition of the MO team is as
follows:
Marketing staff responsible for developing and orchestrating the
processes required to enable efficient and effective marketing.
More specifically, marketing operations is responsible for
developing and managing the processes to ensure smooth
operation of strategic planning, marketing performance
measurement
(dashboard
development),
and
marketing
infrastructure.
Accomplishment of these objectives and having strong analytical and processoriented skills put the MO team in the optimal role to be a significant contributor to the
marketing team's future direction. The more effective MO teams are expanding their
role from the above definition to include driving innovation into the organization (e.g.,
identifying and testing new marketing channels in collaboration with other marketing
teams and/or providing merger and acquisition [M&A] insight to the CMO). However,
many companies are still working on the key building blocks of financial management
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and performance measurement required to establish credibility in the marketing
organization.
The good news is that 44% of MO professionals report to the CMO, providing the
opportunity to demonstrate success in the operations arena and ultimately
contributing to the strategic direction of the organization (refer to Figure 7). The
primary responsibilities of MO professionals include process development,
performance measurement, management of the strategic planning process, and
financial management (refer to Figure 8). Respondents selected an average of 5.5 of
the responsibilities listed in Figure 8, indicating that the MO function is being relied
upon quite heavily in a number of very strategic areas of marketing. The MO function
has a significant opportunity to demonstrate success and achieve a permanent role in
marketing as a strategic contributor; however, this also puts MO executives at high
risk of failure if they do not perform as expected. (Refer to Rise of the Marketing
Operations Function, IDC #34190, October 2005, for a detailed description of key skill
sets and background required of individuals on the MO team.)

FIGURE 7
Reporting Structure for the Marketing Operations Function
Q.

Please indicate who the marketing operations function reports into:

CMO
VP, marketing (reports to CMO)
CEO
VP, marketing and sales
Director of marketing
Other
0

10

20
30
(% of respondents)

40

50

n = 59
Source: IDC's 2006 Marketing Operations Study
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FIGURE 8
Marketing Operations Function Roles and Responsibilities
Q.

Please identify all marketing-related areas that fall within the responsibility of marketing
operations:

Marketing
process development
Performance
management
Strategic planning process
Financial management
MRM oversight
Database marketing
HR-related activities
Web site management
DAM oversight
0

20

40
60
(% of respondents)

80

100

n = 59
Notes:
Multiple responses were allowed.
Respondents selected an average of 5.5 of these high-level categories.
Source: IDC's 2006 Marketing Operations Study

The Marketing Operations Matrix: Are You in the Correct Quadrant?
A tech marketing organization's need for an MO role is highly dependent on the
complexity of the organization and marketing's role in the organization. This
relationship is presented in Figure 9. The complexity of the organization increases
from low to high as the number of products, solutions, and business units increases
and geographic expansion increases. Marketing's role within the organization ranges
from being tactical (i.e., marketing is mainly relied on as a support function for sales
or as a traditional advertising and marketing communications function) to being
strategic (i.e., marketing is seen as providing the market and customer knowledge to
help develop corporate strategy, and marketing is seen as a strategic differentiator).
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FIGURE 9
Marketing Operations Matrix: The Role of the Marketing
Operations Function

Complexity of the organization
(e.g., multiple products, divisions, regions)

High
Marketing operations as
an agent of change
(focus: align marketing
functions/activities, establish
marketing's credibility)

Marketing operations
by title only
(marketing is not complex
enough to require a strategic
operations role)

Marketing operations
drives efficiency and
effectiveness across the
marketing organization
(focus: processes and
systems, strategic insight to
planning and innovation)

Marketing operations drives
strategic perspective within
disciplines
(focus: segmentation, lead
generation processes, integrated
marketing coordination)

Low
Tactical

Marketing's role within the organization

Strategic

Source: IDC, 2006

Within highly complex organizations where marketing has more of a tactical role, the
MO team is in a unique position to facilitate marketing's shift to a more strategic role.
This is especially true for organizations that have recently centralized the marketing
function under a vice president of marketing or a CMO, where the greatest need for a
change agent is required to propel marketing to become a more strategic contributor.
Less complex companies, for which marketing is a strategic driver in the organization,
tend to rely on the MO function to provide strategic insight within the marketing
functions. Responsibilities tend to include database management, segmentation
strategy, predictive modeling, and management of lead generation processes. The
MO team in this situation tends to report to a vice president of corporate marketing
versus directly to the CMO.
The long-term sweet spot for MO is in the complex organization where marketing
has/or should have a seat at the table. The MO team not only drives efficiency and
effectiveness across the marketing organization (e.g., developing and orchestrating
processes and systems), but it also brings strategic insight and innovation to the
table. For example, the MO team may be involved in special projects such as M&A
planning or identifying new opportunities and processes for marketing to bring the
voice of the customer into the organization for product development, marketing
campaign planning, and sales execution.
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What Will It Take for the MO Team
to Succeed in the Next 12–18 Months?
Many best practice MO teams have made significant strides in the following areas
considering their relatively short existence as a formalized function:
! Process development
$

Consolidation of marketing budget processes in collaboration with finance
and marketing leads

$

Establishment of a performance measurement strategy, including initial
metrics development, with IT strategy and execution to follow

$

Improvement of lead management processes, including working toward
definitions and more accurate and timely data collection

! Process execution and management
$

Selection and deployment of applications

$

Change management to optimize adoption

$

Monitoring of process effectiveness and continuous improvement

! Customer and prospect database improvement
$

Data cleansing

$

Segmentation

$

Account-based and segment-based marketing

However, most MO teams are still struggling with many of these areas. Figure 10
presents the key changes identified by MO professionals that need to occur within
their organization to optimize the success of the MO role. The results can be
summarized as follows:
! Marketing needs to achieve an expanded role in the organization. The MO
team must serve as a key agent of change to drive this shift in the organization.
As evident in the 2007 essential guidance provided by IDC to CMOs (refer back
to Figure 1), the MO team is well positioned to make this happen.
! MO responsibilities need to expand. Forty-six percent of companies are still
below IDC's recommended MO staffing level of 2–4% of marketing staff. These
companies, especially those outside of the lower left quadrant of IDC's MO matrix
(refer back to Figure 9), fail to recognize the potential value offered by a
dedicated MO function.
! The MO function needs to grow. The MO profession is facing a daunting
challenge from a technical as well as a change management perspective in
establishing marketing managerial accounting, performance measurement
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processes, and strategic planning processes. Accomplishment of these goals will
be a key criterion for success, providing the basis for achieving increased budget
and providing the opportunity to offer innovation. Key growth areas identified by
MO professionals include an increase in staff with new skill sets and expansion into
the regions to facilitate process development and governance (see Figure 11).

FIGURE 10
Organizational Changes Required to Optimize the Success
of the Marketing Operations Team
Q.

What changes need to occur within your 'organization' in the next 12–18 months to
optimize marketing operation's success:

Marketing function needs to
expand its influence across
other functions
MO responsibilities need to
expand
The company needs to be
more market driven
MO needs increased budget

MO needs to report to the CMO

Other
0

10

20

30

40

50

60

(% of respondents)
n = 59
Note: Multiple responses were allowed.
Source: IDC's 2006 Marketing Operations Study
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FIGURE 11
Changes Required Within the Marketing Operations Team
to Optimize Its Success
Q.

What changes need to occur within your 'marketing operations team' in the next 12–18
months to optimize your success:

Increase in staff with new skill sets
Improvement in staff skill sets
Expansion of the role into the regions
Addition of new applications
Increase in staff to support existing
staff's skill sets
Expansion of the role into business
units
Other
0

10

20

30

40

50

(% of respondents)
n = 57
Note: Multiple responses were allowed.
Source: IDC's 2006 Marketing Operations Study

FUTURE OUTLOOK
Tech marketing is poised to improve its position in the tech industry, establishing
greater credibility, expanding its role in the organization, and increasing its
contribution to the strategic direction of the organization, and the MO profession is in
an ideal position to catalyze this transition. However, significant challenges lie ahead
in accomplishing these goals:
! Financial management: Marketing has been called upon by the organization to
provide greater insight into the return on its investment, yet many marketing
organizations continue to falter in demonstrating their fiscal management
responsibilities; that is, marketing needs to be capable of, at a minimum,
identifying where and how it spends its money across regions, business units,
product lines, solutions, and campaigns/programs.
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! Performance measurement: The MO team has been a key contributor in
developing marketing dashboards and deploying marketing applications to track
performance metrics; however, the marketing lead management process remains
in disrepair, which significantly impairs marketing's ability to measure its
performance and increase transparency as to what marketing brings to the
organization. Few companies have developed consistent processes across
marketing's lead management pipeline, including definition of a lead,
qualification, nurturing, lead handoff to sales, and lead tracking once sales
handoff has occurred.
! Alignment within marketing and across the organization: The most inefficient
and ineffective marketing organizations are those that are decentralized. (e.g.,
marketing serving as a corporate function responsible for overall branding, while
product marketing, field marketing, and other marketing disciplines remain in the
business units or regions, operating independently from each other). Alignment
across the marketing discipline, event at an indirect level, remains essential to
the success of the MO function and marketing as a whole.
! Innovation: The MO team is well positioned to impact marketing's overall
strategic direction as well as to act as a source of innovation across the
marketing function. However, the above challenges must first be addressed to
best position the MO function to optimize its contribution in these areas.

ESSENTIAL GUIDANCE
IDC provides the following guidance to help MO teams optimize their success in the
next 12–18 months:
! Achieve executive-level vision and support across all MO-related endeavors. The
MO team should report directly to the CMO or a global vice president of
marketing, focusing on the areas of strategic planning, performance
measurement, and marketing infrastructure. This reporting structure will provide
the MO function with the greatest opportunity to instill change in the
organizational processes of marketing.
! Act as an agent of change to improve marketing's managerial accounting
processes. Data-based decisions will serve as the foundation for marketing's
ability to demonstrate its fiscal management responsibilities as well as greatly
enhancing its ability to optimize investment decisions.
! Develop a multifaceted team of MO professionals across the disciplines of
marketing, finance, and IT and the skill sets of process development, analysis,
and change management.
! Drive development of performance measurement processes. Develop multilevel
marketing dashboards using currently available data as well as plan for the
addition of future metrics. Leverage root-cause analysis in collaboration with
other teams to determine and deploy the strategy required to fulfill future
performance measurement processes (e.g., improve marketing lead
management processes and associated performance measurement; work toward
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closed-loop ROI to evaluate campaign and activity results and to demonstrate
marketing's contribution to the organization).
! Strive to serve as a source of innovation for the organization. The MO team is in
a unique position to provide insight into areas for efficiency and effectiveness
improvements. For example:
$

Manage the merger and acquisition process from a marketing perspective,
bringing new teams into the organization and identifying and deploying best
practices as encountered.

$

Improve marketing's ability to shift marketing investment strategies and
allocations as a function of market changes and customer needs and
behaviors along the customer development life cycle.
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