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Matthew:   Hello and welcome to Marketing Smarts, a podcast brought to you by MarketingProfs. I 

am your host, Matthew Grant, Managing Editor here at MarketingProfs and I thank you 
for listening.  

  
 A few years back Jim Lenskold wrote a book called Marketing ROI. At the time, it 

seemed like his was a voice crying in the wilderness telling marketers everywhere that 
they needed to be able to demonstrate the impact of their marketing efforts in terms that 
mattered to the business; that is, in terms of actual impact on revenue.  

 
 Today, few marketers would dispute the need for this kind of measurement. Indeed, all 

marketers feel a persistent pressure to show, with numbers that really mean something 
to CEOs and CFOs alike, the value that marketing provides. 

 
 Unfortunately, even with an ever increasing reliance on marketing automation and 

heightened awareness of what solid analytics can do, both for the marketing function as 
well as for the organization at large, just as few marketers are using the ROI metrics Jim 
has been championing for so long. 

  
 To get a better understanding of the metrics that can make marketing a truly strategic 

partner in the business and what gets in the way of making the most of such metrics I 
invited Jim to Marketing Smarts. The following conversation was the result. 

 
 Before I get started I want to remind you that if you like what you hear on Marketing 

Smarts and even if you don’t you can always leave us a review in iTunes or comment on 
our site. You're also welcome to reach out to me directly via email. My email address is 
MattG@MarketingProfs.com or you can find me on Twitter where I am @MattTGrant. 

 
 Without much further ado let’s get started. Jim, welcome to Marketing Smarts. 
 
Jim: Thank you, Matt.  
 
Matthew: I really appreciate you joining us on the show. I first became aware of you several years 

ago, maybe even five, when I was working at Aquent. I think we had invited you to do a 
webinar over there talking about your book Marketing ROI.  

 
 At the time it seemed like it was the hot new thing and we’re going to bring more metrics 

and measurement to marketing, though that may be a misperception on my part. What 
has changed? It seems like people talk about this stuff all the time now so I’m curious, 
as you see it, what has changed in the discussion over the last five years or so? 

 
Jim: I think the adoption itself is really picking up and I say that because back five years ago 

the interest level was high but the action level maybe wasn’t quite there. You could 
probably attribute it to two different areas.  

 
 One is the fact that there are companies that have done well with marketing ROI in 

terms of the measurements and disciplines and they’re out there talking about it so I 
think the confidence goes up.  
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 The second part is really the marketing automation and the adoption there which has put 
much more data in the hands of marketers and that closed at least one of the gaps that 
was out there. 

 
Matthew: You're saying with the advent of marketing automation marketers are more actively 

capturing the data that they maybe had to dig for? Yes, I think five years ago marketing 
automation was the hot new thing. It seems now there are so many offerings out there 
and even relatively inexpensive ones. It seems like a lot of companies have adopted 
marketing automation to one degree or another. Is that true or is there still a big lag in 
adoption? 

 
Jim: I don’t know that I would say most when we talk about marketing automation but I 

probably should expand that definition to say digital marketing as well.   
 
It’s the idea that in the past we would have a lot of outbound activity from marketing, 
including mass media. Maybe the tracking portion of that was relatively small where now 
we’re not just tracking responses, we’re actually tracking behaviors, and the marketing 
automation is the one step that brings a lot of those different digital connections into one 
place. Your web visits, your outbound emails, your inbound activity, your display ads. 
Some of the automation is very good at giving you a whole picture of how the 
engagement is evolving over time.  

 
Matthew: You talk on the topic of marketing automation. Just towards the end of last year you had 

put out your 2012 lead generation marketing effectiveness study. A lot of that was about 
the implementation of marketing automation and in at least of the companies you were 
talking to a lot of them had marketing automation but there seemed to be a pretty big 
divide between the companies that were using it really well and everybody else. I think 
you came down to about 11% of all the people you talked to thought they were really 
good at what they were doing. 

 
Jim: Right. We determined that based on them defining their marketing as being highly 

effective and efficient. We’ve included that in the research for a couple different years 
and it’s good to look at a best practice group and say what makes them different. What 
are some of the behaviors that they have that are different than other marketers?  

 
Matthew: What were some of those behaviors? 
 
Jim: A few of the key highlights that really came out was really about some of the discipline in 

the way they manage marketing starting with the use of ROI metrics over more 
traditional metrics. That discipline of looking at the outcomes and tracking to the sales 
revenue profit is much different than managing more interim metrics that marketers have 
always been good at.   

 
I don’t want to downplay the importance of many different metrics but the fact that we 
can connect marketing to the financials really changes our ability to manage and deliver 
on results. 

 
Matthew: I was thinking about that in terms of this expression of marketing effectiveness and 

measuring marketing effectiveness and high performance in marketing. My guess was 
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that how you define marketing effectiveness is going to guide you in terms of the types 
of metrics you choose to calculate that effectiveness. When you talk to your clients or 
when you were conducting this survey what were you thinking of specifically in terms of 
marketing effectiveness?  

 
Jim: You're right in that how you define effectiveness and the metrics go together in that 

sometimes the metrics you can track and report on become how you manage 
effectiveness because you have no other way to do it.  

 
We see it as if you're managing effectiveness of return on investment; how marketing 
can best use that limited resource budget and generate the most financial outcomes. 
Obviously it’s more meaningful than if you manage effectiveness by how much web 
traffic you generate or how much engagement of Facebook likes.  

 
 There’s a huge difference. You could be effective at managing your outcome but how 

important is that to the business? That’s I think the big difference and a lot of the 
research study did focus on certain outcomes.   

 
The companies that were this highly effective and efficient were achieving higher growth 
compared to other companies and they were having greater outcomes in terms of 
marketing’s contribution to revenue. I think that’s why you see the attention more now 
back to the ROI metrics because it’s a gap that I think marketers always want to close 
but in the absence of having enough information and the right techniques instead they’ve 
managed the metrics that could be tracked. 

 
Matthew: That’s a classic problem. I’m going to look at the numbers I can quickly pull off and 

usually if they are big enough or if they seem to be growing then you feel like that’s the 
end of the story.   

 
Marketing effectiveness I guess you could think of in terms of productivity metrics I 
guess people talk about. How much marketing gets accomplished? Did we do the 
redesign of the website? Did we get the new brochure out? That kind of stuff because 
that’s stuff you have direct control over.  

 
Jim: Then it’s managing tasks though as opposed to outcome. 
 
Matthew: Right. So when you talk about return on ROI metrics -- because I would like to unpack 

that a little -- first of all the assumption is we measure marketing’s effectiveness, as 
would make sense, in terms of direct impact on revenue. Like you just said, what is 
marketing contribution to revenue? That does also make more sense in the classic 
notion of an ROI calculation. My investment is how much money I gave marketing that 
revenue number is going to be the most obvious and most desirable return on said 
investment.  

 
 Now that I’ve set that particular table, what are ROI metrics or what are the different 

types of metrics that fall under that rubric? 
 
Jim: I would start by saying ROI itself is a defined metric. It’s not really meant to be a 

category but there are certain metrics that associate very closely to that ROI. So return 
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on investment is the same metric used in finance for any other investment and that’s 
how much you earn relative to how much you spend. Even though you could have 
certain profit revenue outcome if certain marketing costs less to do it you get a better 
return. 

 
 But then there are three key metrics that are really the primary drivers of ROI and that is 

your sales volume or how much sales you generate, your revenue per sale or profit per 
sale if you go to that level of detail, and then your cost per sale.  

 
 Every other metric will influence that. If you influence customer retention you get greater 

revenue per sale. If you influence your response rate you are more likely to get an 
increase in sales but if you don’t obviously you would want to know that. All of our other 
marketing metrics should somehow relate to those big three. 

 
Matthew: On that front, the issue then is -- and this is what all marketers struggle with, particularly 

as more pressure is put on them to measure their effectiveness -- how do you connect 
the dots?   

 
I think in the ecommerce world for example, sometimes those dots can be relatively 
easily connected because the sales is happening right on the page where you're 
pushing people to and you have a lot of direct control how that sale is taking place.  
 
You tend to talk in the B-to-B context -- and also our audience tends to be marketers in 
the B-to-B space -- and that’s where it seems like it always gets tricky for marketers 
because ultimately something like sales volume they feel like I’m being measured on 
somebody else’s activity because I don’t make the sale myself. I assume you get that 
kind of objection or pushback, “I would love to measure sales volume and take credit for 
it but Jim, I did these things and there are so many steps.” So how do you connect the 
dots? 

 
Jim: Let’s break this into two parts in terms of the response to that question. The first was 

when we’re trying to get to incremental sales, you were talking about the ecommerce 
example where we could track it all the way through and so maybe some things like that 
are easy, and if we extend that one of the reasons we’re doing more with ROI now is the 
tracking has improved so much so you would have to say marketing automation can, as 
an example, track a lead source, track certain engagement, maybe track the marketing 
contact that converts the lead into a qualified lead.  

 
 So you have all this tracking which is great. We’re very happy to have that from 

marketing automation but what we’re seeing, and I’ve been really pushing on this a lot 
over the past few months, is it’s almost backfiring on marketing because we’re falling 
into this tracking trap.   

 
We have to be careful because now what’s happening is we go and we look at sales and 
we trace them back to this lead source and as marketers we’re saying I take my 
marketing and generate the lead or the engagement, whatever stage we’re capturing, 
and I’m going to attribute these sales back to that source. 
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 Now all the sudden people are producing ROI reports and they are very happy to get to 
this stage. I think it’s a good stepping stone but the tracking trap is the problem that says 
in most cases marketers are only attributing the sale to one marketing contact when we 
build our whole strategic plan and design our whole marketing organization around 
having all of these different contacts to get through the purchase funnel, in a sense.  

 
 If you think about it we have to make sure that we’re taking the next step with some 

analytics that really gets down to the next level, uses all of this data, and gets closer to 
the true incremental. So this multi-touch is really the next way that has to happen. 

 
Matthew: I was reading something Adobe had put out about this idea about first touch attributions. 

Part of this comes down to attribution models or are you also talking about not just 
attribution models but an awareness of how many touches actually are involved in a B-
to-B sale for example. 

 
Jim: No, I’m talking about along the lines of attribution. Even the word attribution I think tells 

us that there is a potential problem in that we look at a sale and we think what am I 
going to attribute this sale to? Am I going to attribute it to my first touch, my last touch, or 
am I going to divide it up? 

 
 That whole approach is saying it’s about credit and even though some of the analytics 

are still conceptually about attribution what we’re trying to do is flip it around and say if I 
do more or less of this marketing how much sales can I expect. Meaning, I have to say 
that I’m adding marketing tactics to the mix so I want to know that incrementally more or 
less of any one tactic or one additional touch point is going to generate more leads that 
convert to more sales. 

 
 There are analytic techniques that are much better at that than we could ever get 

through just pure tracking. 
 
Matthew: That’s what I would really love to hear more about. People talk about measurement and 

metrics and a lot of times as you were just saying, it’s backwards looking because you're 
trying to say what did we do and how did that contribute to where we are now yet the 
true power comes in once you can be predictive about it. Based on what we did before 
and what we now know about what works and what doesn’t here’s what we can predict 
for the future.  

 
 In fact, you talk about how analytics can help produce repeatable and predictable lead to 

sale conversion rates for example. 
 
Jim: That’s right. That was part of the study. 
 
Matthew: That sounds like the holy grail. Are you peddling snake oil? Is this for real? 
 
Jim: The term actually comes from the Pedowitz Group who partnered with us on the study. I 

really like it. I’ve attached to this because I think it really guides our measurement 
approach.  
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You can only learn from what you’ve done but what you're looking for is the fact that if I 
see certain types of contacts, certain types of content, certain types of touch points, 
anything I can learn historically, what I want to do is not just measure once and say I’m 
going to assume this will always happen.  
 
What I’m looking for with some of the analytics, and you get this out of different forms of 
modeling, is to find that I have all this data and I want to see repeatedly that a certain 
tactic -- let me give an example that is maybe not as common but easy to relate to is we 
might be tracking our paid search and our click-throughs and we can track them all the 
way through to a form where we credit them as a lead and we track that through to a 
sale but what happens if some of that paid search is influenced by the fact that we have 
radio support on for periods of time and then it’s off, and on again and off.  

 
 Modeling is very good at saying what we’re seeing is the mix of, just in this example with 

two media channels, we’re seeing a lift in the paid search click-throughs and the 
conversions. Well if we don’t run radio we don’t get those leads, we don’t get those 
sales.  

 
 Again, many different channels go through this process but the modeling will help us get 

to the fact that there is an incremental leads and incremental sales quantity that comes 
from radio. I picked that one because that’s a channel you can’t really track. 

 
 The same thing can happen with multiple touch points. Some tactics are really good not 

as the first touch or the last touch but maybe it’s a really heavy content marketing piece 
that is very influential, it just comes in the middle of the purchase funnel and you want to 
know that people who went through and engaged with that do we consistently see that 
there is a higher conversion rate? 

 
 That’s the idea of we have to dig a little deeper. The answer is not going to just print out 

on a simple report but yet we’re sitting on all this rich data where we didn’t use to have it 
and now it’s one small step away from leveraging and digging into that and 
understanding better the real drivers of our sales and leads outcome. 

 
Matthew: I had two questions about that. I think the more pressing one is how difficult is this to do? 

You talked about the tracking trap where we start looking at the metrics which we know 
we can track easily but as soon as you start talking about something like predictive 
modeling, for example, I feel like the next thing you're going to say is regression analysis 
and multivariate analysis and suddenly I’m wishing I took statistics.  

 
Jim: Right. The thing is these are tools that belong in the marketer’s tool box. Some things 

like predictive modeling you’re not even talking about a major expense but do you need 
the talent to do that? Sure. Some of these you could run in Excel. It’s not going to work. 
It’s a little bit more sophisticated than that but the payback on these is huge in terms of 
the insights. Predictive modeling is a good example because I think one of the best 
outcomes that you could get without a major effort to do all this modeling is to get a 
better read on your lead quality.  

 
 Right now, in that absence, then even just lead generation we see lead quantity and 

we’ll tend to invest more in marketing that gives us more leads or a good cost per lead. 
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The thing is, we want to be able to read relatively soon when I come up with maybe 
richer content and it costs me more. If I generate better leads I should be able to look at 
that and use it similar to a scoring methodology that says the probability of a conversion 
is that this rate, because I brought in this type of lead and even the probability of a high 
value versus a low value customer, if I’m getting the right leads, this effort to do some 
modeling is going to be small in cost relative to the fact that I could really start investing 
in these better marketing programs.  

 
 It’s so much more important now that we’re heavily driven by content marketing where 

it’s not just a touch point, it’s a touch point that might cost more, but if it has more benefit 
I have to be able to compare my marketing with using some good metrics that are really 
fair and I think ROI and the sales outcomes is a better measure for us than just lead 
quantity.  

 
Matthew: Right, and on the content front when we’re looking at content, there was a time when a 

big part of the content piece was just search engine optimization but especially in the B-
to-B sale and when you listen to serious decisions and some of these people talk about 
that customers are 70% down the buying path before they even talk to a sales person, 
there is a lot more riding on that content from a nurturing standpoint and that pushing 
people along towards the purchase. 

 
 So it needs to be better and more expensive and then of course you need to be able to 

track and find out what’s going to work and what isn’t.  
 
 When you were talking about the radio example it got me thinking about this analytics 

measurement. Maybe it’s a different kind of measurement trap. I don’t know if this never 
comes up or if it does so you tell me if this is a meaningless question. It was making me 
realize something like radio, when you said it may be difficult by itself to measure the 
impact of radio, I don’t know who was listening or whatever, and you may need to 
correlate it with other things you're doing and show in the absence of radio that’s the 
example you were using.   

 
I’m wondering, when people get heavily into this doing really data driven, analytics, 
informed-type marketing does it start changing the type of tactics they pursue and in fact 
start prejudicing people against tactics that are difficult to measure even though they 
may actually be effective? 

 
Jim: There is a bit of risk there. Although at this stage in the marketing practices I almost 

think the tracking trap is worse, meaning I think some marketing channels are getting 
cheated in that they’re not a first touch, they’re not a last touch; they’re not designed for 
this. They may not be as response oriented.  

 
 The analytics we’re talking about I think brings us a huge step closer. Now, to your point 

though, it depends on how the analytics are set up, and if our measure is just the 
influence on short term sales then there is still an element there that is not complete.  

 
Again, I think it’s very valuable information and a lot of good decisions could be made 
there but as you get into this we’re big advocates of integrative measurement plans 
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meaning you’re not looking for the one measure, you're looking for the portfolio of 
measurements that really tell a better story.  

 
 I like to see good brand health metrics in there so the brand that doesn’t influence sales 

in the short term has to be managed. You certainly with long sales cycles want to make 
sure you're building towards getting the right leads and contacts through each of those 
purchase stages so sometimes you have to not just measure sales but you still have to 
relate it to a good quality lead. 

 
 The idea is that we need strategic measurements. We need pieces that say if our 

strategy is to drive this kind of outcome and drive these kind of behaviors and 
perceptions and get people through the purchase funnel that way then our 
measurements have to match up to it and one measurement is never going to solve the 
whole problem. 

 
Matthew: Right, and especially if it’s a very complex, integrated approach there is going to be a lot 

of variables but that of course is going to help you create a richer and more predictive 
model, I assume, the more things you're taking into account. 

 
Jim: Yes, and there are different ways to even structure predictive models. I think the key 

there is every single methodology will have some element of a shortcoming and so that’s 
why again we have to make sure we use these properly and set a bunch of these pieces 
up to work together because the flip could happen where we start measuring some 
tactics on just perception outcome, some on leads, and they don’t add up. We see that 
more often than not that you just see one team matches to one metric or a small set of 
metrics and there is no alignment to the business outcomes that you're aiming for. 

 
Matthew: In the lead generation effectiveness study you write about the need to take a holistic 

approach to leveraging marketing automation and it seems like that’s what you were just 
talking about, I assume, but I was wondering if you could explain or describe what you 
mean by a holistic approach. 

 
Jim: In the research we actually broke down five or six different areas that helped get an idea 

of  how these best practice groups marketers differ but the concept behind the holistic 
approach is -- and this was related to marketing automation -- and that was to say you 
can put a tool in to an organization and the marketers will use it and they will execute 
tactics but if you're really looking to make an impact on the business and really looking to 
drive strategic change in overall effectiveness this holistic approach is saying you really 
need processes, you need the organizational structure in place, you need the ability to 
measure, measurement is part of that and the results focus.  

 
 You need these different dimensions that come in. Even sales and marketing alignment 

can come into play. If this holistic approach isn’t there then again, you're just back to 
managing; here is my email that goes out, here is my online display ads and here’s what 
I’m going to do. So it’s very different and this is an area that has a huge bearing on how 
successful an organization will be.  

 
 I think it goes back to even when CRM systems became popular a couple decades ago. 

People would implement tools and forget about the fact that there has to be processes. 
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How do we make decisions? What are we aiming for in terms of key outcomes? Do we 
have the right personnel in place with skills and resources? Again, we only need to fall 
short in one or two areas and it could hold the whole success back. I think the research 
supported that as well. 

 
Matthew: The smartest conversations I’ve heard about marketing automation, even going back 

several years, it was always there is a lot of vendor promises about all the things that 
marketing automation can do for you but even the best vendor representatives I heard 
talking about this say if you don’t have a process or you have broken functions, you don’t 
have marketing sales alignment, marketing automation isn’t going to fix that.  

 
Jim: That’s right. 
 
Matthew: They were even saying automating bad or broken processes doesn’t make them good 

processes.  
 
Jim: Exactly right, in fact, it could work against you. In fact, I think the part that from an ROI 

standpoint -- I’ve been doing this long enough that it was like swimming upstream in the 
beginning. Now it’s a little more turning and it’s more favorable but even today and back 
then the biggest barrier has always been culture. It’s always culture, meaning if the 
organization doesn’t think this is the right thing to do, if they don’t understand why you 
go through and get this next level of analysis, and if they don’t know how to use it, it’s 
just not going to matter.   

 
This is not meant to be a financial exercise. It’s not meant to be a reporting exercise. It’s 
meant to guide strategies and tactics so if marketers are not getting that benefit or don’t 
want to go through these steps to do that it’s just not going to make a huge difference. 

 
Matthew: That’s all the time we have for our conversation today Jim. It flew by for me. I don’t know 

what it was like for you. 
 
Jim: Yes. 
 
Matthew: If people wanted to find out more about your work where would you send them? 
 
Jim: They can go to our website which has loads of content, articles, and webinars recorded. 

That is www.Lenskold.com. 
 
Matthew: Thanks again for joining us, Jim.  
 
Jim: Thanks, Matt. 
 
Matthew: Thank you listener for listening all the way here to the end. This has been the Marketing 

Smarts Podcast brought to you by MarketingProfs. I’ve been your host Matthew Grant. 
Talk to you next week.      

 


