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This workbook contains worksheets, templates and 
frameworks you can use to practice the work of 
building a predictable pipeline. Feel free to explore 
the workbook, use it its entirety or print off the 
sections that are relevant to you. 

If you are joining us for a workshop, come with your 
materials filled out so you can share your work with 
other attendees, discuss it with our speakers and find 
new ways to refine what you’ve already done. 

Finally, building predictable pipeline takes a team. We 
encourage you to share this workbook with your peers 
so you can more closely align on what needs to be 
done within your organization so you can accomplish 
your revenue goals.

Welcome to the Predictable Pipeline 
Workbook. In these pages, you’ll 
explore the 10 foundations of building 
a predictable, reliable pipeline for 
your organization.
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chapter one

Building Your Ideal 
Customer Profile
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Introduction
Before you can get to work on your content, messaging, or campaigns, it’s 
important you first establish a clear picture of your ideal customer using 
an ideal customer profile.
Your ideal customer profile will influence everything your organization does. Therefore, it’s 
incredibly important to have clear definitions of your ideal customer, otherwise, your organization 
risks going after the wrong people, with the wrong message and the wrong content.

Building Your Ideal Customer Profile
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Company  
Firmographics 
like geography, industries and 
verticals, company size, and 
annual revenue.

Company  
Psychographics
like the company’s maturity in 
the market, their grand vision, 
their aspirations, and their core 
values. 

Employee  
Demographics
like key titles, roles, functions, 
departments, and buying 
committee responsibilities of 
the employees that work there.

Buying  
Signals
like virtual behaviors, 
engagement actions, and online 
interactions.

Account  
Technographics
to identify the profile of their 
marketing technology stack.

Situational  
Signals
like organizational changes, 
key events, and new product 
releases.

Building Your Ideal Customer Profile
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How do we think about the Ideal 
Customer Profile?
We think about the Ideal Customer Profile in 6 key areas:
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Who is my ideal customer?

Building Your Ideal Customer Profile

First, write a few sentences about your ideal customer summarizing who they are. Think about this description as 
something you could easily provide to anyone in your organization, new or not, to give them an immediate, clear 
picture of who you’re selling to.
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What does my ideal customer do?

Building Your Ideal Customer Profile

Second, think and write a few sentences about the work that your ideal customer does. What do they make? What 
do they sell? This helps further develop a profile of who your ideal customer is.
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What does my ideal customer value?

Building Your Ideal Customer Profile

Third, write a few sentences describing what your ideal customer believes are the most important values, skills, 
and/or traits of a new solution or purchase. This part is important because it helps ensure that your content, 
message, and processes align with the values of your ideal customer.
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What does my ideal customer aspire to?

Building Your Ideal Customer Profile

Lastly, write a few sentences describing what your ideal customer aspires to. What is their grand company vision? 
Where do they want to be in the next 1, 2, 5, 10 years?
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Ideal Customer Profile

Building Your Ideal Customer Profile

Now, complete the tables below using key attributes and information about your ideal customer.

Geography

Industries/Verticals

Total Company Revenue/Size

Key Titles

Key Functions/Departments/Roles

Virtual Behaviors

Engagement Actions

Organizational Changes

Key Events

New Product Releases

Company Firmographics

Employee Demographics

Buying Signals

Situational Signals
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chapter two

Recognizing the 
Buying Committee
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Introduction
Today’s buying committees are massively complex. 
Many have upwards of seven people involved, and with a wide variety of roles and 
responsibilities. From C-suite and VPs; to directors and managers; to individual 
contributors; to roles your sales team might not even speak to at all.

To get the attention of your buyers, your campaigns must take this complex 
ecosystem into account. Every member of the buying committee needs to be 
addressed and their concerns satisfied. 

Otherwise, you risk spending most of your time on just a small piece of the bigger 
buyer puzzle and potentially missing out on converting a critical role. 

Recognizing the Buying Committee



What is the buying 
scenario?

Who plays a role in that 
buying scenario?

Recognizing the Buying Committee

01 02

How do we think about  
the Buying Committee
We think about the buying committee by asking two questions:
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What is the Buying Scenario?
Recognizing the Buying Committee

When we ask about the buying scenario, we’re really asking about how a decision gets made.
Understanding factors like purchase timeframes, number of buying centers and members, as well as what level a 
purchase decision can be made can massively help marketers and sellers more effectively plan and go to market with 
the right content, message, channels and expectations in mind.

Take the table below for example. In it, we’ve identified three distinct buying scenarios as observed by SiriusDecisions.

Agreement at ​the 
executive ​leadership 
level​

One to two quarters ​
(or more)​

Five ​ (or more)​ Six to 10​ (or more)​

Agreement across ​
teams, functions or 
departments​

One to two quarters ​
(but no more)​

Three ​to four​ Three to five​

Agreement ​among 
individuals​

Less than​ eight weeks​ One ​to two​ One to two​

The Committee Scenario: 
A committee scenario is a highly 
complex purchasing process 
where deals must be brought 
forth to the executive leadership 
team for approval. It is a vertical, 
hierarchical, and structured 
process most typically 
associated with organizations 
with $500k or more in revenue. 
It is also most often associated 
with “solution selling.” This 
scenario has the longest 
purchase timeframes as well as 
the greatest number of buying 
centers and buying members.

The Consensus Scenario:  
A consensus scenario is a 
team-based decision, requiring 
multiple people from multiple 
teams to be involved. Here, 
the decision is horizontal, and 
it does not go to a senior-level 
executive team. However, this 
scenario is still moderately 
complex, requiring you to 
facilitate consensual, cross-
functional decision-making 
across multiple buyer personas 
that must be influenced and 
informed in order to make a 
final decision.

The Independent Scenario: 
An independent scenario is the 
simplest purchasing process 
where just one or two people are 
involved. Here, decisions remain 
within a specific function or 
department, which also makes it 
much easier to craft messaging, 
content, and campaigns. Deals 
associated with an independent 
scenario are typically transactional 
or e-commerce purchases.

SCENARIO DECISION AUTHORITY PURCHASE TIMEFRAME # OF BUYING CENTERS​ # OF MEMBERS

COMMITTEE 

CONSENSUS  

INDEPENDENT
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Who Plays a Role?
Recognizing the Buying Committee

When we ask who plays a role in the buying scenario, 
we think about four distinct personas or roles:

Executive Sponsors or Champions 
who drive the purchase decision forward internally, acting as the primary 
spokesperson for your solution amongst their teams and the executive leadership.

users
who will use the product in their day-to-day jobs. They are directly impacted by 
the purchase and are focused on how the solution will help them be more efficient, 
effective, and productive.

Decision Makers
who have the final decision on a 
purchase (i.e., they have Yes/No 
authority). Decision Makers fall 
into one of two categories:

Business Decision Makers, who are focused primarily on how the 
purchase impacts business ROI and revenue.

Technical Decision Makers, who are focused primarily on how the 
purchase impacts business technologies, processes and operations.

Purchase Influencers 
who may not have a direct role 
in the purchase decision, but 
they have influence over the 
outcome. They fall into one of 
two categories:

Business Influencers, who are focused primarily on how the purchase 
impacts business ROI and revenue.

Technical Influencers, who are focused primarily on how the purchase 
impacts business processes and operations.
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The Buying Scenario
Recognizing the Buying Committee

Now, fill out the table below with what your typical buying scenario is.

SCENARIO

TYPICAL PURCHASE 
TIMEFRAME

# OF MEMBERS

DECISION AUTHORITY

# OF BUYING CENTERS​

IDENTIFIED PERSONAS

AVERAGE DEAL SIZE

IDENTIFIED BUYING 
CENTERS
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Buying Personas
Recognizing the Buying Committee

Next, think about the titles and roles of those buyers in that buying scenario and 
complete the table below. Be mindful that while some of these may not be people 
that sales or marketing speak to directly, their role in the buying committee is still 
highly important and should not be overlooked.

Business Decision Makers

Technical Decision Makers

Sponsors

Business Influencers

Technical Influencers

Users

Buying Committee Personas

Persona Roles titles
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Buying Personas
Recognizing the Buying Committee

The chart below is one method of further developing a persona. After you’ve 
validated your personas with your internal teams, try completing this chart for 
one of them. You’ll be surprised at what kind of valuable information it can yield!

Functional Bias (how they approach decisions):

Why [our company]:

Titles:

Reports to:

Decision-Making 
/Influence Power:

Budget Approval:

Direct Reports:

Responsibilities:

Business Goals & Concerns:

Attitude & Reputation in the 
Industry:

How They Shop/Research:

Purchase Decision Criteria:

Where to Find Them:

Preferred Content:

Pain Points:

Use Cases:

Potential Objections:

PERSONA ROLE
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The Buyer and 
Customer Journey
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Introduction
The buyer’s journey is not a linear journey. 
Customers can move forwards and backwards and they can move 
in any direction at any speed. 

Still, there are guiding principles of the buyer and customer 
journey that marketers can account for. Let’s explore them now.  

The Buyer and Customer Journey
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The customer 
stage

The buyer’s 
actions

The buyer’s 
participants

The buyer’s 
needs

The buyer’s 
questions

Our sales and 
marketing goals

The Buyer and Customer Journey
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How do we think about  
The Customer Journey?
We think about the customer journey through six primary lenses:

In the following pages, we’ll describe what makes up each of those lenses and how 
you can think about them for your own demand generation initiatives.
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The Buyer and Customer Journey

Six Customer Journey Stages
We think about the Customer Journey in six primary stages.
The first three stages occur before someone becomes a customer, while the latter three stages occur after someone 
becomes a customer. Each stage is centered around a specific action or state that the buyer is in. These stages help 
us, as sellers and marketers, better understand what our buyers are looking for, what questions they have, and what 
they need.

The buyer is demonstrating the symptoms of a challenge 
and are aware of certain issues, but aren’t yet sure how to 
best address them.

The buyer is ready to make a final purchase decision and 
become a customer.

The customer is highly engaged with our solution and is 
eager to explore more ways to work with us.

The buyer is aware of their challenge and actively looking 
for solutions that address it.

The customer is onboarding and/or beginning to 
implement and utilize our solution.

The customer is a strong advocate for our solution after 
having such a positive experience with us.

Awareness

Pr
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Engagement

Solution

Service

Advocacy/Loyalty

Description



23on24.com

The Buyer and Customer Journey

Stages, Questions, and Goals
We then like to think about the buyer’s questions and our own sales and marketing goals 
at each of the six customer journey stages.
Buyers typically ask a specific kind of question or series of questions during each stage of the customer journey. And 
with those questions, also comes a goal for you and your team to achieve. These questions and goals are as follows:

The buyer is 
demonstrating 
the symptoms of a 
challenge and are 
aware of certain 
issues, but aren’t 
yet sure how to 
best address them.

•	 How do I address these issues?

•	 How can I improve my 
organization?

Get the buyer to realize they 
have a problem, can’t risk 
inaction, and give a name to 
their challenge. 

The buyer is ready 
to make a final 
purchase decision 
and become a 
customer.

•	 Are your other customers happy?

•	 Can you really meet my needs?

•	 Is this within my budget and 
resources?

•	 Will you really make me 
successful?

The customer is 
highly engaged 
with our solution 
and is eager to 
explore more ways 
to work with us.

•	 How can we get more out of your 
solution?

•	 How do our results compare with 
others?

•	 What more can you do for us?

The buyer is 
aware of their 
challenge and 
actively looking 
for solutions that 
address it.

•	 How are my peers addressing this?

•	 What solutions have others tried?

•	 What results have others seen?

•	 What solution is the best fit for my 
business?

Prove to the prospect why and how 
our solution is a good fit for their 
organization.

Get our solution onto their shortlist 
for the final decision.

Give our buyer the right push and 
validation they need to move 
forward with our solution.

Ensure our customer is onboarded 
successfully, efficiently, and without 
friction.

Provide our customer with the right 
resources, materials, and guidance 
to ensure they have a positive 
experience with us.

Give our customer new ways 
to expand/renew their current 
contract.

Facilitate further engagement 
from our customer with our 
solution.

Reward our customer’s loyalty 
and celebrate their achievements 
publicly.

Ask for referrals and testimonials.

The customer is 
onboarding and/
or beginning 
to implement 
and utilize our 
solution.

•	 How can we make sure we’re fully 
utilizing your solution/services for 
the best ROI?

•	 How will your solution enable 
success?

The customer is a 
strong advocate 
for our solution 
after having 
such a positive 
experience with 
us.

•	 How can I be an advocate for you?
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The Buyer and Customer Journey

Actions and Needs
Now we can start to dig deeper at the actions and needs that drive progression.
At each stage of the customer journey, buyers complete a set of actions that progress them to the next stage. 
These actions are taken to answer their questions and are related to a specific need or set of needs at each 
stage. These actions and needs are as follows:

The buyer is 
demonstrating 
the symptoms of a 
challenge and are 
aware of certain 
issues, but aren’t 
yet sure how to 
best address them.

•	 How do I address these issues?

•	 How can I improve my 
organization?

Conducting general, educational 
research to more clearly 
understand their problem.

Researching with general 
phrases and symptoms.

Diagnose their symptoms and 
give a specific name to their 
challenge.

Help to understand the 
implications of inaction

Get the buyer to realize they 
have a problem, can’t risk 
inaction, and give a name to 
their challenge. 

The buyer is ready 
to make a final 
purchase decision 
and become a 
customer.

•	 Are your other customers happy?

•	 Can you really meet my needs?

•	 Is this within my budget and 
resources?

•	 Will you really make me 
successful?

The customer is 
highly engaged 
with our solution 
and is eager to 
explore more ways 
to work with us.

•	 How can we get more out of your 
solution?

•	 How do our results compare with 
others?

•	 What more can you do for us?

The buyer is 
aware of their 
challenge and 
actively looking 
for solutions that 
address it.

•	 How are my peers addressing this?

•	 What solutions have others tried?

•	 What results have others seen?

•	 What solution is the best fit for my 
business?

Evaluating specific solutions 
after they’re made aware of their 
challenges to find the best fit for 
their company.

Researching specific use 
cases, tools and solutions, and 
capabilities.

Help to understand the effects of 
action.

Best approaches to solve their 
problems.

Right-fit solutions that match the 
maturity, values, and capabilities of 
the customer’s organization.

Prove to the prospect why and how 
our solution is a good fit for their 
organization.

Get our solution onto their shortlist 
for the final decision.

Making a shortlist of solutions.

Having conversations with sales 
reps.

Ready to make a purchase decision 
and need a final push to validate 
which solution to move forward 
with.

Help validating the right purchase 
decision.

Help understanding the benefits, 
investment, and outcomes of the 
purchase.

Give our buyer the right push and 
validation they need to move 
forward with our solution.

Onboarding process

Beginning Implementation

Using the solution/service 
day to day.

Positive, frictionless onboarding

Implementation guidance and best 
practices

Timely, meaningful service

Help ensuring that the solution/
service is being utilized 
appropriately, efficiently, and 
effectively.

Ensure our customer is onboarded 
successfully, efficiently, and without 
friction.

Provide our customer with the right 
resources, materials, and guidance 
to ensure they have a positive 
experience with us.

Fully utilizing and highly 
engaged with the solution/
service day to day.

Wanting/eager to do more with 
the solution.

Exploring new use cases.

Expansion options

New use case opportunities

Give our customer new ways 
to expand/renew their current 
contract.

Facilitate further engagement 
from our customer with our 
solution.

Actively promoting and referring 
their peers to your company.

Talking about your company to 
their networks.

Developing use cases and case 
studies for your business.

New use case opportunities

Advocacy opportunities

Reward our customer’s loyalty 
and celebrate their achievements 
publicly.

Ask for referrals and testimonials.

The customer is 
onboarding and/
or beginning 
to implement 
and utilize our 
solution.

•	 How can we make sure we’re fully 
utilizing your solution/services for 
the best ROI?

•	 How will your solution enable 
success?

The customer is a 
strong advocate 
for our solution 
after having 
such a positive 
experience with 
us.

•	 How can I be an advocate for you?
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The Buyer and Customer Journey

Buyer Participants
Finally, let’s take a step back and think about the personas that are involved at each stage.
Not every persona is active at every stage of the customer journey. Where a C-level executive might be heavily involved at the Selection stage, a 
mid-level manager might be highly active in the Solution stage, and an operations lead might take control at the Service stage. Understanding 
who in your target audiences’ buying committees is most active and most engaged at each stage of the customer journey enables you provide 
the right content, with the right message, through the right channels to facilitate progression and conversion.

The buyer is 
demonstrating 
the symptoms of a 
challenge and are 
aware of certain 
issues, but aren’t 
yet sure how to 
best address them.

•	 How do I address these issues?

•	 How can I improve my 
organization?

Conducting general, educational 
research to more clearly 
understand their problem.

Researching with general 
phrases and symptoms.

Diagnose their symptoms and 
give a specific name to their 
challenge.

Help to understand the 
implications of inaction

Get the buyer to realize they 
have a problem, can’t risk 
inaction, and give a name to 
their challenge. 

The buyer is ready 
to make a final 
purchase decision 
and become a 
customer.

•	 Are your other customers happy?

•	 Can you really meet my needs?

•	 Is this within my budget and 
resources?

•	 Will you really make me 
successful?

The customer is 
highly engaged 
with our solution 
and is eager to 
explore more ways 
to work with us.

•	 How can we get more out of your 
solution?

•	 How do our results compare with 
others?

•	 What more can you do for us?

The buyer is 
aware of their 
challenge and 
actively looking 
for solutions that 
address it.

•	 How are my peers addressing this?

•	 What solutions have others tried?

•	 What results have others seen?

•	 What solution is the best fit for my 
business?

Evaluating specific solutions 
after they’re made aware of their 
challenges to find the best fit for 
their company.

Researching specific use 
cases, tools and solutions, and 
capabilities.

Help to understand the effects of 
action.

Best approaches to solve their 
problems.

Right-fit solutions that match the 
maturity, values, and capabilities of 
the customer’s organization.

Prove to the prospect why and how 
our solution is a good fit for their 
organization.

Get our solution onto their shortlist 
for the final decision.

Making a shortlist of solutions.

Having conversations with sales 
reps.

Ready to make a purchase decision 
and need a final push to validate 
which solution to move forward 
with.

Help validating the right purchase 
decision.

Help understanding the benefits, 
investment, and outcomes of the 
purchase.

Give our buyer the right push and 
validation they need to move 
forward with our solution.

Onboarding process

Beginning Implementation

Using the solution/service 
day to day.

Positive, frictionless onboarding

Implementation guidance and best 
practices

Timely, meaningful service

Help ensuring that the solution/
service is being utilized 
appropriately, efficiently, and 
effectively.

Ensure our customer is onboarded 
successfully, efficiently, and without 
friction.

Provide our customer with the right 
resources, materials, and guidance 
to ensure they have a positive 
experience with us.

Fully utilizing and highly 
engaged with the solution/
service day to day.

Wanting/eager to do more with 
the solution.

Exploring new use cases.

Expansion options

New use case opportunities

Give our customer new ways 
to expand/renew their current 
contract.

Facilitate further engagement 
from our customer with our 
solution.

Actively promoting and referring 
their peers to your company.

Talking about your company to 
their networks.

Developing use cases and case 
studies for your business.

New use case opportunities

Advocacy opportunities

Reward our customer’s loyalty 
and celebrate their achievements 
publicly.

Ask for referrals and testimonials.

The customer is 
onboarding and/
or beginning 
to implement 
and utilize our 
solution.

•	 How can we make sure we’re fully 
utilizing your solution/services for 
the best ROI?

•	 How will your solution enable 
success?

The customer is a 
strong advocate 
for our solution 
after having 
such a positive 
experience with 
us.

•	 How can I be an advocate for you?

Aw
ar

en
es

s

Pr
e-C

us
to

me
r

Cu
st

om
er

Se
le

ct
ion

En
ga

ge
me

nt
So

lu
tio

n
Se

rv
ice

Ad
vo

ca
cy

/Lo
ya

lty

Description Buyer’s Questions Buyer’s Actions Buyer’s Needs Our Goals

Ty
pic

al
 Bu

ye
r P

ar
tic

ipa
nt

s [
Th

es
e 

pa
rt

ic
ip

an
ts

 w
ill

 d
ep

en
d 

la
rg

el
y 

on
 y

ou
r s

pe
ci

fic
 b

us
in

es
s m

od
el

 a
nd

 h
ow

 y
ou

r c
us

to
m

er
s t

yp
ic

al
ly

 m
ak

e 
pu

rc
ha

se
 d

ec
is

io
ns

.]



26on24.com

The Buyer and Customer Journey

The Customer Journey
Here is what a complete view of what the customer journey could look like.

The buyer is 
demonstrating 
the symptoms of a 
challenge and are 
aware of certain 
issues, but aren’t 
yet sure how to 
best address them.

•	 How do I address these issues?

•	 How can I improve my 
organization?

Conducting general, educational 
research to more clearly 
understand their problem.

Researching with general 
phrases and symptoms.

Diagnose their symptoms and 
give a specific name to their 
challenge.

Help to understand the 
implications of inaction

Get the buyer to realize they 
have a problem, can’t risk 
inaction, and give a name to 
their challenge. 

The buyer is ready 
to make a final 
purchase decision 
and become a 
customer.

•	 Are your other customers happy?

•	 Can you really meet my needs?

•	 Is this within my budget and 
resources?

•	 Will you really make me 
successful?

The customer is 
highly engaged 
with our solution 
and is eager to 
explore more ways 
to work with us.

•	 How can we get more out of your 
solution?

•	 How do our results compare with 
others?

•	 What more can you do for us?

The buyer is 
aware of their 
challenge and 
actively looking 
for solutions that 
address it.

•	 How are my peers addressing this?

•	 What solutions have others tried?

•	 What results have others seen?

•	 What solution is the best fit for my 
business?

Evaluating specific solutions 
after they’re made aware of their 
challenges to find the best fit for 
their company.

Researching specific use 
cases, tools and solutions, and 
capabilities.

Help to understand the effects of 
action.

Best approaches to solve their 
problems.

Right-fit solutions that match the 
maturity, values, and capabilities of 
the customer’s organization.

Prove to the prospect why and how 
our solution is a good fit for their 
organization.

Get our solution onto their shortlist 
for the final decision.

Making a shortlist of solutions.

Having conversations with sales 
reps.

Ready to make a purchase decision 
and need a final push to validate 
which solution to move forward 
with.

Help validating the right purchase 
decision.

Help understanding the benefits, 
investment, and outcomes of the 
purchase.

Give our buyer the right push and 
validation they need to move 
forward with our solution.

Onboarding process

Beginning Implementation

Using the solution/service 
day to day.

Positive, frictionless onboarding

Implementation guidance and best 
practices

Timely, meaningful service

Help ensuring that the solution/
service is being utilized 
appropriately, efficiently, and 
effectively.

Ensure our customer is onboarded 
successfully, efficiently, and without 
friction.

Provide our customer with the right 
resources, materials, and guidance 
to ensure they have a positive 
experience with us.

Fully utilizing and highly 
engaged with the solution/
service day to day.

Wanting/eager to do more with 
the solution.

Exploring new use cases.

Expansion options

New use case opportunities

Give our customer new ways 
to expand/renew their current 
contract.

Facilitate further engagement 
from our customer with our 
solution.

Actively promoting and referring 
their peers to your company.

Talking about your company to 
their networks.

Developing use cases and case 
studies for your business.

New use case opportunities

Advocacy opportunities

Reward our customer’s loyalty 
and celebrate their achievements 
publicly.

Ask for referrals and testimonials.

The customer is 
onboarding and/
or beginning 
to implement 
and utilize our 
solution.

•	 How can we make sure we’re fully 
utilizing your solution/services for 
the best ROI?

•	 How will your solution enable 
success?

The customer is a 
strong advocate 
for our solution 
after having 
such a positive 
experience with 
us.

•	 How can I be an advocate for you?
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The Buyer and Customer Journey
What does your customer journey look like? Think about the different components you just read 
about and fill in the table below using what you know about your buyers and their journey forward.
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Introduction
Personalization, relevance, empathy and timeliness are the core tenets 
of marketing and sales success. But building these foundations into your 
pipeline is no easy task, especially at-scale.
Unfortunately, there’s no hidden switch or silver bullet here. The truth is that people respond to 
people. But being authentic and personal is about more than using first names in emails.

Meaningful messaging isn’t another email about why your product is the best in the business. 
Meaningful messaging is all about your customers: what do they care about? What do they want? 
What do they value? What do they get? It’s about giving, educating and providing useful resources 
when your customers need it most.

Making Your Message
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The Primary Message 
which can be thought of as the main takeaway we 
want our audience to have when they think, read 
or hear about our solution. This message should be 
focused entirely around the outcomes of purchasing 
your solution. How is the purchaser enabled to 
achieve their goals with your solution?

The Benefit Messages  
which are the key benefits of purchasing your 
solution that address the challenges faced by our 
audience. These messages should, like the Primary 
Message, be focused entirely around the outcomes of 
purchasing your solution — communicating the end 
results of what your solution can actually accomplish 
for them.

Think:  
By purchasing your solution,  
what’s in it for them?

The Challenge Messages 
which are the main challenges our audience faces 
that hinder their ability to achieve their goals. What 
are the roadblocks to their success? Where do they 
feel the most pressure coming from?

The Solution Features 
which are the key product features that enable the 
outcomes expressed in the Benefit Messages. These 
should be product-specific—communicating what 
your solution does.

Building Your Ideal Customer Profile

01

03

02

04

How do we think about 
Messaging?
We think about Messaging using four key components:
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What are my customer’s goals?

What are my customer’s challenges?

Building Your Ideal Customer Profile

Key Goals and Challenges
First, think and write about your customers’ primary goals and challenges. What do they want to achieve? What are 
they focused on? What challenges hinder their success? 

Write three to four bullet points each about your customers’ key goals and challenges.
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What are the benefits (outcomes) of using my solution?

What are my solution’s key features?

Building Your Ideal Customer Profile

Key Benefits and Features
Next, think and write about your solution’s primary benefits and features. What outcomes does your solution enable? 
What’s in it for your customers? What features enable this success?

Write three to four bullet points each about your own solution’s key benefits and features.
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Building Your Ideal Customer Profile

Complete the table below using what you wrote on the previous pages.

primary message

Challenge Messages 
What’s challenging my audience?

Benefit Messages 
What are the outcomes of working with us?

Features
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Introduction
Content marketing is the lifeblood of your entire 
organization. Your content helps promote awareness, 
facilitate consideration, drive decision and create 
positive, thoughtful experiences for your prospects 
and customers alike.
But content affects everyone differently and a one-size-fits-all approach 
isn’t viable anymore. People respond differently to different pieces of 
content. How can you ensure your content addresses these important 
points of difference between buyers?

Content that Converts
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Why we need it: 
What goals does our content 
help us achieve? What functions 
in our pipeline does it serve?

When it supports: 
When in our buyer’s journey 
will this content be most 
effective? Awareness-driving 
lead generation? Consideration? 
Decision enablement?

Who it’s for: 
Who is our content for? What 
portion of our marketable 
audience will care? What 
accounts will take notice? Which 
of our personas will engage?

Where it’s promoted: 
Where will we promote our 
content? What channels will be 
utilized to ensure it’s seen by the 
right people at the right time?

What it is: 
What kind of content are we 
creating? What’s our theme? 
What topics are we focusing 
on? What formats are we 
developing?

content that converts

04

01

05

02 03

How do we think about Content?
We think about Content by answering five fundamental questions:
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content that converts

Objectives and Goals
Now, let’s get started on your content strategy.

But before beginning your content development work, you should first define the 
objectives and goals of your content strategy to ensure that the content you create is 
the right content for the job.

Use the table below to identify the objectives and goals of your content strategy.

Remember: Objectives describe your desired outcomes. Goals describe your 
measures of success associated with those outcomes.

objectives Goals
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content that converts

Target Audience
Based on your objectives and goals, identify what portion of your 
marketable audience you’re creating your content for. This work will help 
define the parameters of your content strategy, enabling you to better 
tailor your content and make it more relevant for your audience.

Content Strategy Profile

Geography

Industries/Verticals

Company Size

Key Buying Committee 
Personas

Buyer’s Journey Stages
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content that converts

Primary Themes
Next, it’s time to define what content you’re creating.

To start, think about three primary themes that your content will revolve 
around. These themes will be utilized to guide what topics you write about.

Here are some ways to come up with your themes:

Reference your 
messaging pillars and 
product benefits.

Conduct a competitive 
content assessment 
to identify what your 
competition does for 
content.

Conduct an assessment of 
business trends to confirm 
that the content you’re 
creating is relevant and 
useful for your market.
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content that converts

Primary Themes
Now, write out three primary content themes below. 
We’ve also written in one theme that we’ll use as an example in the following exercises.

Example Theme

theme 2

theme 1

theme 3

Digital Transformation
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content that converts

Content Topics and Formats
Now, with your themes outlined, identify some topics to write about. These can be specific or general, as 
we’ll be diving deeper into these topics later. We’ve continued our example in the table below as well.

*As you do this, think about what stage of the buyer’s journey each of these content topics support. You’ll do 
more work to align content topics by buyer’s journey stage on the next page.

Digital Transformation
•	 Overcoming obstacles

•	 The requirements of digital transformation

•	 Digital transformation readiness

•	 The cost of reluctance to digital transformation

•	 The customer experience

•	 Bridging gaps

—

—

—
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content that converts

Content in the Customer Journey

Let’s dig a little deeper into the “who” and “when” factors 
of content.
The truth is, not all kinds of content are effective for every person in the 
buying committee or for every stage of the customer lifecycle. One size 
does not fit all, and marketers and sellers should align their content asset 
type to persona preferences at each stage of the customer journey.​

From a people perspective, executives typically engage with more short-
form, higher-level content (think bigger picture stuff). Whereas business-
focused roles might be more interested in best practice guides and eBooks. 
And more technical folks might read analyst reports and data sheets. 
Keeping these differences in mind is important when crafting your content 
strategy.

From a format perspective, where blog posts and industry trend reports 
typically excel in earlier stages, case studies and data sheets are much 
stronger assets in the latter stages as a buyer moves from awareness to 
decision. And once they become a customer, the kind of content you utilize 
may change again, evolving into implementation guides and new product 
teasers.

Thinking about content in the context of the larger customer journey helps 
to ensure that you’re creating and promoting the right content to the right 
people at the right time.

Earlier, we covered six stages of the customer journey 
and identified some personas. Now, we’ll go over what 
kinds of content fit best within each stage, for each 
persona group.
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content that converts

Content Theme: Digital Transformation

Content Strategy
Below, we’ve continued using our example theme to showcase how a matrix like this can help you better identify 
topics and formats for each persona at each stage of the customer journey. We do this because what an individual 
cares about in the early stages is vastly different from what they care about in the latter stages. And in order to 
engage these people with relevant content, we need to be sure to address those differences.

For now, we’ve focused on the three pre-customer stages of the customer journey. You’ll also notice how we’ve 
grouped the personas into three categories based on their focus areas. We do this to make it easier to determine 
what content types will resonate best with what personas.

•	 Executives and Leadership Teams typically focus on overall profitability of the company

•	 Business Personas typically focus on ROI, revenue, and growth

•	 Technical Personas typically focus on technologies, processes, and operations

Awareness Content Solution Content Selection Content

Executives & LeadershiP 
teams

CXO Brief: Driving Digital 
Transformation and  
 
CXO Brief: Getting Over Digital 
Growing Pains

CXO Roundtable: How to Bridge Your 
Company’s Biggest Digital Gaps

CXO Roundtable: The Hidden Costs of 
Digital Stagnation, and 

CXO Brief: How Digital Transformation 
Starts with Executive Leadership

Driving Digital Transformation 
Together and 

Case Study: Getting Over Digital 
Growing Pains

Business Personas Best Practice Guide: Improving Digital 
ROI

The CXO’s Guide to Digital 
Transformation

Webinar: Improving Digital’s Impact

Guide: How to Drive Revenue with 
Digital Transformation

Webinar: The Hidden Costs of Digital 
Stagnation

Guide: How to Build a Digital 
Transformation Engine

Virtual Demo: Achieving Digital 
Transformation Together

Case Study: Building the 
Foundations of Digital 
Transformation

Technical Personas Webinar: Driving Efficiency in Your 
Digital Transformation

A Guide to Better Digital Transformation

eBook: The Importance of Being Data-
Driven in the Digital Age

Webinar: The Biggest Hurdles to 
Implementing Digital At-Scale

Guide: How to Implement a 
Data-Driven Approach to Digital 
Transformation

Demo: Building Data-Driven, 
Digital Journey Together

Case Study: Fostering a Data-
Driven, Digital Company Culture

Content Formats Blog posts, webinars, executive 
summaries, industry reports, 
whitepapers, ebooks, tip sheets, 
infographics, checklists

ROI calculators, data sheets, 
case studies, webinars, virtual 
demo videos, how-to guides, 
reports

Analyst reviews, case studies, 
personalized virtual demos, 
product literature, references
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content that converts

Now, complete the table below using one of your own themes!

Content Strategy

Awareness Content Solution Content Selection Content

Executives & LeadershiP 
teams

Business Personas

Technical Personas

Content Formats
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Introduction
For predictable pipeline success, you need to have the right 
people in the right seats of your sales, marketing, and customer 
success teams.
When it comes to the roles and responsibilities of your internal teams, what we’re 
really talking about is  accountability.

For example, Who’s accountable for what? When? And where? Who’s responsible for 
the completion of work to support each pillar of your revenue generation engine?

To ensure your entire pipeline—from lead generation to customer success—runs 
predictably, you need to clearly define these roles and responsibilities so nothing 
falls through the cracks as you continue to grow. 

Internal Roles and Responsibilities
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How do we think about Roles 
and Responsibilities?

Internal Roles and Responsibilities

When it comes to the roles and responsibilities that support a predictable, profitable 
pipeline, there 4 primary groups that come to mind. These are:

Each of these 4 groups plays a critical role in ensuring prospects and customers alike have positive, frictionless 
experiences as they move from one journey stage to the next. And, when working in tandem towards unified goals, 
these groups enable your buyers to meaningfully experience and engage with your brand.

Let’s take a look at each of these groups on the following pages.

The Executive 
Team

The Marketing 
Organization

The Sales 
Organization

The Customer 
Success 
Organization

01 02 03 04

The Executive Team

The Marketing Org The Sales Org The Customer Success Org
Marketing Leader Sales Leader Customer Success Leader

Demand Generation

Content Marketing

Field Marketing

Digital Marketing

Product Marketing

Partner Marketing

Customer Marketing

Marketing Operations

Corporate Communications

AE / AM

BDR / SDR

Inside Sales

Field Sales

Channel Sales

Sales Operations

Customer Service

Customer Training

Onboarding

Client Outcomes

Upsell/ Expansion/ Renewals

Customer Operations
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The Executive Team

Internal Roles and Responsibilities

The Executive Team is a group of company leaders and C-level executives. Depending 
on your organization, it may be made up of a single person or there might be multiple 
involved. Regardless, this team comes up with the grand ideas for the business, owns 
the big relationships, and is the spokesperson for the brand.

The Executive Team is ultimately responsible for the culture, 
direction, and vision of the company.

The Executive 
Team

The Marketing 
Organization

The Sales 
Organization

The Customer 
Success 
Organization

01 02 03 04
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Internal Roles and Responsibilities

the marketing organization

The Marketing Organization is accountable for all things marketing—from buyer 
personas to messaging to content to MQLs to marketing-influenced revenue.

Within the Marketing Organization, you have a Marketing Leader and Marketing 
Functions.

The Marketing Leader (like a CMO or VP of Marketing) works to ensure that the ideas of 
the Executive Team are communicated and executed effectively through the marketing 
campaigns and initiatives.

They are responsible for the overall marketing strategy; for ensuring the brand, 
voice, and reach of the company is consistent and meaningful; and for marketing’s 
contribution to the bottom line.

Marketing Functions are subordinate to the Marketing Leader. Each of these play 
specific, but important, functional roles within the Marketing Organization like product 
marketing, content marketing, field marketing, digital marketing, and the like.

They are responsible for the implementation and execution of the 
marketing strategy and its individual components.

The Executive 
Team

The Marketing 
Organization

The Sales 
Organization

The Customer 
Success 
Organization

01 02 03 04



52on24.com

Internal Roles and Responsibilities

the SALES ORGANIZATION

The Sales Organization is accountable for all things sales—from 
converting MQLs to closing deals.
Within the Sales Organization, you have a Sales Leader and Sales Functions.

The Sales Leader (like a Head or VP of Sales) works to ensure that the ideas of the 
Executive Team are communicated and executed effectively through the way products 
are services are sold.

They are responsible for the overall sales strategy; for ensuring the experience of the 
customer through the sales process is positive; and for closed deals and company 
revenue.

Sales Functions are subordinate to the Sales Leader. Each of these play specific, but 
important, functional roles within the Sales Organization like account management 
and development, channel sales, sales operations, and the like.

They are responsible for the ongoing nurturing of leads, development of relationships, 
and sales processes to fulfill the sales strategy.

The Executive 
Team

The Marketing 
Organization

The Sales 
Organization

The Customer 
Success 
Organization

01 02 03 04
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Internal Roles and Responsibilities

The Customer Success Organization

The Customer Success Organization is accountable for all things customer success— 
from ensuring customers are onboarded successfully to the continued delivery of high-
quality service to renewals and expansions.

Within the Customer Success Organization, you have a Customer Success Leader and 
Customer Success Functions.

The Customer Success Leader (like a Head or VP of Customer Success) works to ensure 
that the ideas of the Executive Team are communicated and executed effectively 
throughout the customer experience post-sale.

They are responsible for the overall customer experience strategy, building a post-sale 
experience for the customer that is memorable, positive, and frictionless.

Customer Success Functions are subordinate to the Customer Success Leader. Each 
of these play specific, but important, functional roles within the Customer Success 
Organization like client outcomes, onboarding, renewals, and customer operations.

They are responsible for the day to day customer experience, 
working directly with customers to help them achieve their goals.

The Executive 
Team

The Marketing 
Organization

The Sales 
Organization

The Customer 
Success 
Organization

01 02 03 04
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Internal Roles and Responsibilities

A Unified Revenue Team

While marketing, sales, and customer success may operate separately, they should not operate in silos—they should 
operate as a single revenue generation team.

All are reliant on one another to support the visions of the Executive Team and to build predictable pipeline for the 
business.

These organizations are all under a single revenue team. And it’s important that you not 
only understand what roles these groups play, but also that your organization has the 
right people in the right seats to support these roles.

Marketing creates the 
personas, content, and 
messaging that sales and 
customer success can utilize in 
their own programs. Marketing 
also delivers sales qualified 
leads.

Sales works closely with marketing 
to ensure lead hand-offs are 
frictionless for the buyer, and to 
get the right content, messaging, 
background, and lead history 
they need to effectively support 
the sales process. Sales also work 
with customer success to ensure 
the transition from lead to sale is a 
smooth one.

Customer success works with 
marketing to get the messaging 
and content they need to support 
their post-sale processes. They 
also work with sales to ensure a 
smooth transition from prospect to 
customer.

The Executive 
Team

The Marketing 
Organization

The Sales 
Organization

The Customer 
Success 
Organization

01 02 03 04
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Introduction
Your tools and technologies enable great things for your 
organization. They help you work smarter, faster, and 
more effectively.
The right tech stack can facilitate larger steps forward and more 
interesting, meaningful experiences for your prospects and customers. 
The wrong kinds of tools do little but add noise, complexity and poor 
experiences to an already complex ecosystem. 

The marketing technology landscape can be your greatest friend or your 
greatest foe. It all depends on how you take control and bring order to the 
martech mayhem. How can you ensure your technology is the right fit for 
your organization?

Tools (and Technology) of the Trade
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Foundations
Foundational tools are the 
foundations of your business 
operations. They connect to 
numerous other tools and are 
core to the success of your sales, 
marketing, and customer success 
programs. Without them, it’d be 
incredibly challenging to do any 
kind of thoughtful, automated or 
timely campaigns

Attention-Getters
Attention tools help capture the 
attention of prospects through 
inbound activities, SEO and 
social media.

Orchestrators 
Orchestration tools help 
marketers and sellers plan and 
orchestrate their efforts more 
seamlessly, efficiently and 
effectively.

Engagers
Engagement tools enable 
people to engage with your 
business through outbound 
activities and website 
functionality

identifiers 
Identification tools help identify 
prospect accounts/targets who 
fit within your target audience 
and ICP.

Optimizers
Optimization tools help you 
to analyze your data, enabling 
insights and actions that can be 
used to optimize performance of 
your business efforts.

Tools (and Technology) of the Trade

04

01

05

02

06

03

How do we think about  
Tools and Technology?
We think about Tools and Technology using six primary categories:

You can use these categories to assess your current tech stack and identify redundancies and gaps.
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Tools (and Technology) of the Trade

The Technology Stack
This diagram depicts one way to think about the 
interconnectedness of your different tools in your 
technology stack.

Starting with the Foundational tools, these are the 
backbone of our entire business operations. CRM, 
marketing automation, and website tools are  
categorized here.

Then, moving to the top, we have the Identifiers. These 
tools help give names to the people we’re marketing 
and selling to (if we don’t know them already) or help us 
further develop the profiles of our audience, appending 
and updating key information.

Next are the Attention-Getters. These are your inbound 
tools that help get people’s attention, piquing curiosity 
and interest.

Engagers come after. Once we have someone’s attention, 
these tools help us further engage through outbound, 
content and web activities.

Then, the Optimizers—tools that help us pull relevant 
data so we can make inferences and data-driven decisions 
more easily.

Finally, spanning the entirety of our tech stack, we have 
Orchestrators. These tools help internal teams plan, 
orchestrate and project manage initiatives across people, 
teams and departments.

Also, you likely have tools that fulfill 
multiple functions. CRM systems, marketing 
automation platforms, event and virtual 
event platforms and certain ABM platforms 
are all examples of multi-purpose 
technologies.

foundational

optimizers

Engagers

Attention-Getters

Identifiers
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Tools (and Technology) of the Trade

How do we think about 
Tools and Technology?
What about when it comes to selecting a new tool for your tech stack? Here 
are five steps to help you make the right decision:

Understand what tools you have, what tools you need, and what 
the tools you’re considering are capable of doing.

Evaluate your needs, your goals, and how a new tool would not 
only fill a need, but enable your organization to achieve more.

Prioritize what your greatest needs, goals, desired outcomes are.

Select the tool that is the greatest fit for your organization and 
where it’s headed.

Measure the effectiveness of the tool to ensure it’s not only 
effective, but also being utilized effectively.

01

02

03

04

05
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Tools (and Technology) of the Trade

Your Technology Stack
How does your technology stack operate?

Write-in the names of your own tools and 
technologies to the corresponding categories.

foundational

optimizers

Engagers

Attention-Getters

Identifiers
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Introduction
Reaching audiences today requires a strategic, 
well-defined and structured approach. More 
often than not, that means coming up with a 
campaign plan. 
Here is rule number one: Campaign plans must be written 
for the customer first! That’s because campaigns must be 
understood at the persona level, the buyer’s journey level and 
the buying scenario level.

An additional factor you need to consider? 
Buyer behavioral patterns are not linear.

Campaign Planning
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Objectives
What are the specific 
outcomes we hope 
to achieve with this 
campaign?

Internal teams
Who is involved internally 
to help plan, orchestrate, 
and manage this 
campaign?

External teams 
Are there freelancers, 
copywriters, or agencies 
that should be accounted 
for too?

Goals and KPIs 
How will we measure 
the effectiveness of our 
campaign?

channels 
What channels will we 
utilize throughout this 
campaign?

Target personas 
and buying stages
Who are we creating this 
campaign for?

content
What content will we 
utilize throughout this 
campaign?

Core message  
and themes
What do we want our 
campaign to say and 
communicate?

results
How has our campaign 
performed?

Campaign Planning

01

05

02

06

03

07

04

08

How do we think about 
Campaigns?
We think about campaigns by answering eight central questions:
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Campaign Planning

The Campaign Components

Objectives

Target Personas

Internal/External Teams

Goals and KPIs

Addressed Buying Stages

Core Campaign Message

Channels

Campaign Results

Campaign Themes

Content

•	 Increase enterprise target 
account sales growth and 
gain efficiency to support 
revenue goals long-term

•	 Increase velocity and 
conversion of key target 
accounts

•	 Business Decision Makers

•	 Technical Decision Makers

•	 Executive Sponsors

•	 Purchase Influencers

•	 Marketing

•	 Marketing Operations

•	 Sales

•	 Ad Agency

•	 Engage with 50 named 
enterprise accounts

•	 Generate 20 account 
responses

•	 20% MQL to SQL 
conversion rate

•	 Awareness

•	 Solution

•	 Selection

•	 Building predictability into 
your pipeline

•	 Email

•	 Website

•	 Social Media Advertising

•	 Remarketing

•	 Search

•	 SEO

•	 Business ROI

•	 Predictable revenue

•	 Scalable growth

•	 Webinars

•	 Whitepapers

•	 Tip Sheets

•	 Guides

•	 Blog Posts

Below we’ve outlined the key components to a campaign plan.
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Campaign Planning

The Campaign components

Objectives

Target Personas

Internal/External Teams

Goals and KPIs

Addressed Buying Stages

Core Campaign Message

Channels

Campaign Results

Campaign Themes

Content

Now it’s your turn. Complete the exercise below by identifying your key campaign components.
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Campaign Planning

The Campaign Plan
As you develop your campaigns, it might be helpful to start thinking 
about them in the context of the greater customer journey.
Think about your channels, your messages, your content, your personas. And then think 
about how all of those pieces evolve as a buyer progresses from one touchpoint to the next.

Think about the decisions they’re making and the experience they’re having.

Align your campaign’s lifespan to the journey of the customer to ensure that they’re always 
seeing, reading, watching, and engaging with content that’s relevant for them.



chapter nine
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Introduction
The average B2B buyer today has conducted a lot of their own 
research before they ever engage with a salesperson. This 
means a lot of their buying journey has already been completed, 
likely without you even knowing.

So how do you ensure these buyers don’t fly under the radar 
and end up going with a competitor? 

Simple: you use intent data to fill in the gaps.

Let’s take a look now. 

Understanding Intent
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How do we think about 
Buying Signals?
We think about buying signals as digital behavior-based activities.
These are specific buyer behaviors and actions that happen across the internet (on 
both a first and third-party basis), linking those buyers to a specific topic, focus area, 
or solution. Here are a few categories and activities to think about:

Content-based activities:
•	 Number of downloads of specific 

content

•	 Frequency of content downloads

•	 Time spent on specific content pages

•	 Spikes in content consumption

Website-based activities
•	 Websites/web pages visited

•	 Frequency of web pages visited

•	 Time spent on relevant web pages

•	 Spikes in relevant web page visits or 
time spent on relevant web pages

Search-based activities
•	 Types of searches made

•	 Number of searches made on relevant topics

•	 Frequency of search made on relevant topics

•	 Spikes in searches on relevant topics

Engagement-based activities
•	 Opens/clicks on specific campaigns

•	 Frequency of engagement

•	 Engagement over time

•	 Attendance of webinars

•	 Online subscriptions

•	 Product reviews written

Understanding Intent
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Using Intent Data
To effectively act on intent data, savvy sellers and marketers must be able to put that 
data into the context of the greater customer journey: identifying fit, watching and 
listening for intent, understanding who the people are who are demonstrating that intent 
and responding accordingly based on the prior information.

Understanding Intent

IDENTIFY
Identify the fit of 
the buyer based on 
your ideal customer 
profile.

UNDERSTAND
Understand what 
types of buyers 
(based on persona, 
buying situation, 
and account) are 
demonstrating what 
types of actions.

WATCH and LISTEN
Watch and listen for 
your ideal buyers to 
demonstrate intent 
signals or indicate 
favorable situational 
conditions.

RESPOND
Respond 
appropriately based 
on the type of buyer 
and the type of 
intent signals they 
demonstrate
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Using Intent Data
When it comes to acting on intent signals, different 
types of buyers require different types of responses 
depending on the type of intent they demonstrate.

A marketing manager who has a surge in content 
downloads requires a different approach to responding 
to a CMO who attended a webinar which requires a 
different approach to responding to a CFO who visited 
multiple web pages, and so on.

But developing an intent-driven response plan can 
be incredibly overwhelming. To make it easier to get 
started, consider the framework below.

•	 It starts by thinking about the persona — this will 
ensure that your follow-up plan always puts the 
customer first.

•	 Then, identify the intent category you want to plan 
for as well as the three primary buyer’s journey 
stages.

•	 From there, determine what follow-up messages, 
content, and channels you want to respond with for 
each buyer stage.

By doing all this for each of your personas and intent 
categories, you can more strategically plan the right 
responses with the right content using the right 
channels, all based on the buyer, the intent they 
demonstrated, and where they are in their buying 
journey.

Understanding Intent

Persona

Awareness, Solution, 
and Selection

Follow-Up Content

Intent Category

Follow-Up Message

Primary Response 
Channels

Business Decision Maker

Top of Funnel

A

1. Executive brief
2. C-leader webinar

i. Email
ii. LinkedIn

Middle of Funnel

B

1. Executive brief
2. C-leader webinar
3. Case study

i. Email
ii. Phone
iii. LinkedIn

Bottom of Funnel

C

1. Case study
2. Peer-to-peer review
3. Demo

i. Email
ii. Phone
iii. LinkedIn

Content-based activities
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Understanding Intent Planning an 
Intent-Driven Response Plan
Now, try to create your own plan! Fill in the table below based on your own 
messaging, content, and channels.

Understanding Intent

Persona

Awareness, Solution, 
Selection

Follow-Up Content

Intent Category

Follow-Up Message

Primary Response 
Channels

Business Decision Maker

Top of Funnel

A

1. 
2. 

i. 
ii. 

Middle of Funnel

B

1. 
2. 
3. 

i. 
ii. 
iii. 

Bottom of Funnel

C

1. 
2. 
3. 

i. 
ii. 
iii. 

Content-based activities
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Introduction
When it comes to your measures of success, every 
organization will likely have different views of 
what needs to be tracked and reported on.
On top of that, different campaigns also require different metrics. 
So determining what’s most important will really depend on the 
context of your own situation. 

Still, that doesn’t mean that there aren’t fundamental ways to 
guide how you measure success.

Measuring Success
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How do we think about Measuring Success?
Measuring Success

Goal Setting: 
At this stage, you should be identifying the 
goals and outcomes you want to achieve. 
You should also ensure that those goals and 
outcomes align to or influence the greater 
goals of the organization.

analysis: 
At this stage, you should be identifying 
the goals At this stage, you’re analyzing 
the performance of your campaign.

optimization: 
Based on your analysis and benchmarks, you 
should be determining how you can improve 
your campaign to more effectively, efficiently 
meet your goals.

selection: 
Here, you’re selecting the right metrics 
for your campaign.

Benchmarking: 
This is where you benchmark your 
campaign’s performance to historical 
performance as well as industry averages 
to identify where you excel, where you fall 
short, and where you could improve.

We think about measuring success as five cyclical stages:
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Key Metrics
Measuring Success

Next, let’s talk about metrics. In the table below, we’ve outlined some common metrics for sales and marketing. You 
should be sure to choose the right metrics depending on your goals and in relation to the customer journey. At the 
start of the customer journey, you’ll be focused on qualified leads. Towards the middle, you’ll be focused on sales 
meetings. And near the end, you’ll be focused on closed/won deals. 

Below are a few examples of some key metrics you might be tracking.

Leads

Metric Progression  Goals

Accounts

Performance

Marketing Qualified Leads

Sales Qualified Leads

Sales Accepted Leads

Closed/Won Deals

Inquiry > MQL

MQL > SQL

SQL > SAL

SAL > Win

XX (generated), XX% (conversion)

XX (generated), XX% (conversion)

XX (generated), XX% (conversion)

XX (won), XX% (conversion)

XX% (% of account reached)

XX% (% of account engaged)

$XX (per lead / account)

$XX (per opportunity)

XX%

XX%

Account Coverage / Reach

Account Engagement

—

—

Cost per Lead / Account

Cost per Opportunity

Deal Velocity / Conversion Rate

ROI

—

—

—

—
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Programmatic vs. Revenue Metrics
Measuring Success

But measuring metrics alone is just part of the job. And unfortunately, many marketers make the 
mistake of tracking activities over outcomes. The truth is that CMOs and other executive leaders don’t 
care about the number of MQLs you’re generating—they care about the impact those MQLs have on the 
pipeline.

That’s why it’s important to understand the differences between programmatic metrics and revenue 
metrics, and are able to tell a coherent story from one type of metric to the next.

•	 Programmatic metrics are what you’ll typically use to gauge the performance of your campaigns. 
These are still metrics you should actively track, but aren’t necessarily the ones that directly correlate 
to marketing’s revenue impact. 

•	 Revenue metrics on the other hand are what you’d show to your CEO, CFO, and board to document 
your contribution to company revenue and profit.

Below are a few examples of programmatic and revenue metrics.

Programmatic Metrics

Email open and click rates

Website visits and page views

Content downloads

Website form completions and  
abandonment rates

Revenue Metrics

Marketing-qualified leads

Sales-qualified and sales-accepted leads

Cost per lead, account, and opportunity

Deal velocity and conversion rates
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The Data Story
Remember: No matter what metrics you’re 
tracking, the story your data tells is the 
most critical piece of the puzzle. Who is your 
audience for this story? What story do you 
need to tell? What metrics will help you tell 
that story?
It’s not just about reporting on programmatic metrics like 
MQLs, it’s about understanding and communicating the 
impact that those MQLs have on the rest of your pipeline

But simply reporting on revenue metrics doesn’t do your 
work justice either. When reporting on SALs, for example, 
it’s also important to understand the metrics that led to 
those SALs. What was marketing’s contribution to those 
numbers?

At the end of the day, it’s about telling a holistic story that 
shows performance, impact, and outcomes.

Measuring Success
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Setting Your Goals
Measuring Success

Using the framework below, identify two to three of your goals, as well as what measures of success 
you need to target and track in order to effectively achieve those goals. We’ve outlined an example for 
you below.

Goals
Generate new marketing-driven pipeline

Measures of Success

20 qualified leads

10 meetings booked

7 opportunities created

3 deals closed/won





Putting It  
All Together
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One Last Exercise...
To close this workbook, we have one last exercise for you.

On the following pages, you’ll be asked to fill in several components 
based on your personas, buying committees, messaging, content, and 
measures of success.
Use what you’ve done previously on these topics to help you complete the exercise. 
And thank you for reading our workbook!

Putting It All Together
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The Buyer and Customer Journey
What does your customer journey look like? Think about the different components you just read 
about and fill in the table below using what you know about your buyers and their journey forward.
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Awareness

Pre-CustomerCustomer
SelectionEngagement SolutionServiceAdvocacy/Loyalty

The buyer is demonstrating 
the symptoms of a 
challenge and are aware of 
certain issues, but aren’t yet 
sure how to best address 
them.

The buyer is aware of their 
challenge and actively 
looking for solutions that 
address it.

The customer is onboarding 
and/or beginning to 
implement and utilize our 
solution.

The buyer is ready to make 
a final purchase decision 
and become a customer.

The customer is highly 
engaged with our solution 
and is eager to explore more 
ways to work with us.

The customer is a strong 
advocate for our solution 
after having such a positive 
experience with us.
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The Buyer and Customer Journey
What does your customer journey look like? Think about the different components you just read 
about and fill in the table below using what you know about your buyers and their journey forward.
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Awareness

Pre-CustomerCustomer
SelectionEngagement SolutionServiceAdvocacy/Loyalty

The buyer is demonstrating 
the symptoms of a 
challenge and are aware of 
certain issues, but aren’t yet 
sure how to best address 
them.

The buyer is aware of their 
challenge and actively 
looking for solutions that 
address it.

The customer is onboarding 
and/or beginning to 
implement and utilize our 
solution.

The buyer is ready to make 
a final purchase decision 
and become a customer.

The customer is highly 
engaged with our solution 
and is eager to explore more 
ways to work with us.

The customer is a strong 
advocate for our solution 
after having such a positive 
experience with us.



Heinz Marketing is a B2B marketing and sales acceleration firm that 
delivers measurable revenue results. Every strategy, tactic, and action 
has a specific, measured purpose. Instead of focusing on the activities, 
we focus on the outcomes. What really matters is sales pipeline, closing 
business, and accelerating revenue. 

For more information,  
visit www.heinzmarketing.com

ON24 is on a mission to transform the way businesses engage with their 
audience, powering interactive, data-rich digital marketing experiences 
that drive a resilient revenue strategy. Through the ON24 Platform, 
marketers can create and deliver live, always-on and personalized 
virtual experiences, and capture audience behavior to turn engagement 
into actionable data. Headquartered in San Francisco, ON24 has a wide 
global footprint with eight offices in key regions, including London, 
Munich, Singapore, Stockholm and Sydney.

For more information,  
visit www.on24.com

Congratulations!  
You’ve reached the end of the workbook! 
Wondering where to go from here? 

Click here to continue your journey  
to predictable pipeline.

http://www.heinzmarketing.com
http://www.on24.com
https://gateway.on24.com/wcc/experience/on24elite/1443000/2622343/fastfwd-predictable-pipeline
https://gateway.on24.com/wcc/experience/on24elite/1443000/2622343/fastfwd-predictable-pipeline
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