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MARKETING’S FALL FROM GRACE. 
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MEANS FOR YOUR BUSINESS.
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‘THE PURPOSE OF BUSINESS IS TO CREATE A CUSTOMER. ONLY TWO 
FUNCTIONS GENERATE CUSTOMERS: MARKETING AND INNOVATION. 
ALL OTHER FUNCTIONS ARE COSTS.’
 – Peter Drucker, inventor of modern management.

CEOs and Managing Directors have called time on their 
marketing department. They want it to take responsibility 
and accountability – not make excuses – for marketing’s poor 
performance. And they want it now.

 Marketing is a strategic activity 
and discipline focused on the end 
game of getting more consumers 
to buy your product more often so 
that your company makes more 
money. I see too many marketers 
who don’t understand this point. 
They are too concerned about 
projecting image – when they 
should really be focused on 
producing sales. 

–  Sergio Zyman, former CMO, 
Coca Cola.

F or several years, a major 
problem has been simmering 

between marketing and the 
boardroom in most corporates 
and SMEs. It has affected every 
business sector.

Now, the situation has reached 
boiling point. And unless it’s 
resolved, it threatens the success of 
your business.

This state of affairs has arisen 
because of one critical factor: 
Marketing is failing to deliver 
the results CEOs and Managing 
Directors expect. 

Instead of the marketing 
department being seen as a profit 
centre, achieving more sales and 
delivering shareholder value, they 
are deemed only as a cost centre – 
and a very expensive one at that. 

Marketing costs continue to 
rise, yet the Marketing Director 
(and certainly not the Marketing 
Manager) can rarely explain just 
how much incremental business 
the sales and marketing budget will 
generate. 

As Professor Malcolm McDonald, 
Cranfield School of Management, 
states: ‘Marketing has become a 
laughing stock and is seen as little 
more that promotional puffery.’ 1 

Even CMOs and Marketing 
Directors acknowledge that their 
role is usually limited to marketing 
communications, advertising and 
social media. 

And there’s definitely no seat at 
the boardroom table.

This simply cannot continue. 
Not least because it threatens the 

very leadership of the business. 
After all, if there is no marketing 

return on investment, then the 
marketing strategy is seriously 
flawed. And if marketing is unsound, 
then what is a leader to do in setting 
the competitive direction, product 
or service planning, customer 
experience delivery and overall 
business growth? 

If this situation isn’t sorted 
out sooner rather than later, 
marketing’s failure to drive 
profitable growth, along with the 
still-precarious Brexit road and all 
its potential problems, means CEOs 
and Managing Directors will face 
challenges that could result in many 
company casualties along the way.

You have already witnessed some 
of the biggest players in both B2B 
and B2C reporting pre-tax losses in 
the last few years. 

Others are managing to keep 
their heads above the water, but 
have made little impact in terms 

of real business growth. With 
many business sectors already 
highly commoditised and ultra-
competitive, your company’s 
future depends on effective sales, 
marketing and branding. Even 
successful acquisition routes will not 
negate the requirement of robust 
marketing plans to drive growth in 
the asset portfolio.

When carried out well, marketing 
(and I include sales and branding 
within its remit) can be the fuel that 
powers business strategy, finds and 
keeps customers, builds profitability 
and creates shareholder value. 

Without it, even the best strategic 
plan will often lose out in the highly 
competitive arena we have today.



Have no confidence in marketing 
to create shareholder value or 

increase profits.

80%

Believe marketing cannot link 
back to revenue, sales, EBIT or 

market valuation.

77%

HERE’S WHAT CEOS AND MANAGING DIRECTORS STATE:*

*Source: Fournaise Marketing Performance Group.

Think marketing is not the 
business growth generator it 

should be.

73%

T here was a time when 
marketing was the driving 

force of business planning. 

It was responsible for leading the 
way in determining strategies and 
processes to evaluate both current 
and future business challenges – 
and offer the means to deal with 
them. But not any more. 

Marketing is deemed irrelevant 
to the company’s strategic plan. As 
a result, it no longer plays a part in 
the boardroom, having lost its seat 
some time ago.

Top management’s boardroom 
agenda often consists of finance, 
production, management, legal and 
human resources. Senior executives 
from each area of responsibility 
provide input to the board meeting. 
However, marketing is usually 
nowhere to be found. 

But let’s not blame the CEO or 
Managing Director for disregarding 
what should be the critical 
importance of marketing. The 
simple fact is, marketers appear 
unable to demonstrate the value 
that they create.

Marketing’s return on investment 
has continued to fall rapidly in 
the last five years, with various 

studies2 in 2014 showing 75 per 
cent of marketing strategies under-
performing. Eight out of ten new 
products or services being launched 
fail to make it past six months3. 
Advertising is rapidly losing its 
pulling power. More direct mail is 
going straight in the waste-paper 
basket than ever before. 

Plus, the rise of technology-
based customer-care approaches, 
such as the once-hailed Customer 
Relationship Management systems 
and sparkly-new technology, call 
centres and the like, have done little 
to provide much-needed support to 
the so-called ‘marketing mix’.

And all this is despite the 
unprecedented amount of ‘big’ data, 
‘small’ data, tools, and analytics 
available today. Clearly, marketing 
has failed on all fronts to support 
Drucker’s assertion that ‘marketing 
is the distinguishing, unique 
function of the business.’ Even in 
tactical implementation, there is an 
average of 60-70% wastage on B2B 
content production and media.4 

Small wonder, then, that CEOs 
and Managing Directors have 
ditched marketing and reduced 
its status to merely providing 

marketing communications 
collateral. And watching it spend 
inordinate amounts of time on 
social media sites with little or no 
return to show for it.

So what can marketing do to 
help secure success in the highly 
competitive, more-demanding-than-
ever marketplace?

In its current guise, very little.
Studies show clearly that senior 

executives think marketers 
misunderstand and ‘misuse’ the 
business definitions of ‘results’, ‘ROI’ 
and ‘performance’.5 

CEOs and Managing Directors 
don’t understand why marketing 
cannot simply focus on some critical 
business performance indicators to 
measure, quantify and report on the 
level of customer demand they are 
expected to deliver. 

But such wishful thinking is not 
being implemented by marketers at 
any level. A look at just three of the 
marketing research results below 
from the London-based Fournaise 
Marketing Performance Group is 
shocking enough.

And there’s more to come.

THE ONCE-BEATING HEART OF BUSINESS 
NOW NEEDS A MAjOR TRANSPLANT.
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A lmost without exception, 
both sales and marketing 

disciplines have been living in 
separate silos for far too long.

Not only do these two departments 
rarely communicate, they 
often treat each other’s area of 
responsibilities with disdain. 

Sales are not interested in cryptic 
market-speak, and don’t appreciate 
the collateral marketing provides as 
it doesn’t help to close sales

Marketing, on the other hand, 
view the sales force as interested 
only in commission and having their 
own set of goals and metrics which 
misalign with marketing.

Studies from Hubspot show that 
only 22% of businesses consider 
their organisation’s sales and 
marketing relationship as being 
‘tightly aligned.’6 

The failure to co-ordinate and 
control sales and marketing teams 
has thrown up worrying statistics, 
including the astonishing fact that 
up to 92% of prospects generated 
by marketing are not then closed by 
sales forces.7 

Far too many companies are 
happy to let sales and marketing – 
the two seemingly mortal enemies – 
carry on as usual, instead of aligning 
their roles and responsibilities 
under one senior executive.

The result? Abject failure to win 
the level of new business required 
for substantial growth demanded 
by shareholders.

With a critical focus on providing 
a seamless customer experience as 
a growth strategy, this separation of 
two major business disciplines will 
not be able to manage customer 
touchpoints with any degree of 
consistency. 

SALES AND MARKETING. 
ARE THEY ALLIES OR ADVERSARIES?

Aberdeen Group research reports 
that organizations with strong 
marketing and sales alignment can 
average a 76% higher contribution 
to revenue, yet a typical business-to-
business organization only hits 61% 
of its annual sales goal on average.8  

But unless more attention is paid 
to ensure marketing and sales are 
aligned through every stage of lead 
generation, targeting and the three 
critical buying stages of pre-purchase, 
inter-purchase and post-purchase, 
business results are unlikely to 
improve dramatically.

‘SILOS – AND THE TURF WARS THEY ENABLE – DEVASTATE 
ORGANISATIONS. THEY WASTE RESOURCES, KILL PRODUCTIVITY, 
AND jEOPARDIzE THE ACHIEVEMENT OF GOALS.’
– Patrick Lencioni, ‘Silos, Politics and Turf Wars.’
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MARKETING TODAY: HERE’S WHAT 
NEEDS TO CHANGE TO MAKE IT WORK.

THE SOCIAL 
MEDIA 
DELUSION.1

Marketers have swallowed hook, line and sinker the idea that social 
media is the dominant way to drive business growth. As a result, they 
provide meaningless metrics based on numbers of ‘likes’, ‘tweets’ and 
‘clicks’ as indicators of successful marketing. No wonder the board’s 
response is, ‘We are not amused. We want to see real metrics such as 
sales increases, retention rates, and return on investment’. 

Studies by key organisations such as Deloitte et al report that only 
11.5% of marketers can prove the quantitative impact of social 
media.9  In addition, McKinsey research has concluded, ‘Email remains 
a more effective way to acquire customers than social media – nearly 
40 times that of Facebook and Twitter combined.’10 

Yet marketers are continually asking for more resources and budget 
to build their social media empires. Don’t misunderstand. Social 
media has a place in marketing – but certainly not pole position.

LIVING IN
THE PAST.2

Marketing is at least fifty years out of date and doesn’t look like 
changing anytime soon. Today, customers are more savvy, have 
multiple choices and probably know a lot about your product or 
service prior to you contacting them. In fact, buyers are often 60% 
through a buying cycle before engaging with a sales person.

Even though we live in an age where new insights from disciplines 
such as neuromarketing and behavioural economics have paved 
the way to a much greater understanding of customer purchasing 
decisions, marketing and sales still base their methods on old 
paradigms such as ‘features and benefits’, and sales techniques 
devised by door-to-door tradesmen peddling their wares in the 1900s. 
While such antiquated and totally fallacious ideas pervade the sales 
and marketing departments, how can any CEO or Managing Director 
ever expect to see true marketing or sales effectiveness?

H eavy commoditisation, 
difficulty in differentiating 

What’s needed to deal effectively 
with these threats is a 21st century 
approach to new business, 
customer experiences and solid 

marketing strategies based on 
provable methodologies.

But that is far removed from what 
marketing will probably look like in 
the year ahead. 

The majority of marketing 
foundations are still based on 
opinions, myths or extremely 
limited understanding about 
buyer behaviour, with much of it 
stretching back into the 1900s. 

Add to this the delusional and 
often myopic activities occupying 
the costly time of marketers 
and you have the appalling 
circumstances in which marketing 
finds itself today.

FOUR CRITICAL ISSUES NEED ADDRESSING:

one supplier from another, and 
extreme market competition. 
These are the issues facing 
companies in 2019.



Many people in traditional sales and marketing roles 
within companies may not realize they’re operating with a 
number of myths, opinions and outright nonsense from 
centuries ago. But they are. The evidence is clear. Ask any 
of them, ‘What is an ESP?’ They’ll give you a blank stare 
and say, ‘I know what a USP is.’ Just that very response 
lets you know they are still using ideas and assumptions 
that are no longer relevant.
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POOR STAFF 
TRAINING.4

Athough many companies state, ‘our people are our business’, there 
is little upsurge in profitability and shareholder value reflecting that 
sentiment, particularly when it comes to marketing staff. That’s 
because much of the time, these employees are rarely given any 
coaching or training in understanding how marketing fits in today’s 
competitive market. In particular, success in the marketplace needs 
all employees to understand their role in turning brand aspirations 
into reality. That’s especially true of those on the front line, dealing 
with the company’s customer sales and service. 

When employees fail to deliver key brand experiences throughout 
the customer journey, the company can quickly fall back into the 
commodity rut. Yet surveys conducted in the UK and the US show 
that where employees understand and buy into the brand, it can 
generate up to a 26 per cent greater return on staff investment.11 

CONFUSION
ABOUT
BRANDING.3

A brand has nothing to do with a logo, visual identity, typeface, 
product name or strapline, but money is often squandered on such 
items despite having no clear bearing on strategic growth. What’s 
more, a brand does not rely on the latest CRM systems or other forms 
of digital transformation either. Yet businesses are zealous to point 
out their investment in automation of one form or another to the 
exclusion of more important customer-focused elements. 

The task of the brand is to influence customer behaviour and so 
create strong, long-term, emotional engagement. But a typical 
business focuses on product or service features, technical jargon 
and methodology. Marketers and sales people are rarely trained in 
modern approaches to winning new business, resulting in a failure to 
understand the audience they are targeting. Little wonder, then, that 
marketing is so poor at what it’s supposed to do. 



In psychology, there are two 
important maxims about 

effective communication. 

The first states that, ‘the meaning of 
any communication is the response 
you get.’ 

In other words, if you try to 
communicate with another person, 
and they don’t understand what you 
are saying, the response will reflect 
their perception of what you are 
intending to mean. 

Much of the time, this may result 
in a complete rejection of your 
conversation.

The second is, ‘the person or 
system with the most flexibility will 
end up controlling the system.’ 

This implies a lack of adaptability 
on behalf of the speaker to reframe 
or rephrase what was said, in order 
for the recipient to make sense of 
muddled speech.

Both points may seem common 
sense. Yet marketing has failed so 
badly to speak the language of the 
boardroom and present a clearly 
communicated business case for 
its marketing activity, that it has 
lost all credibility with those seated 
around the boardroom table. CEOs 

WHAT WE HAVE HERE IS A FAILURE 
TO COMMUNICATE. 

and Managing Directors, along 
with their financial colleagues, use 
language specific to the company’s 
long-term vision and strategy. Key 
words and phrases such as EBITDA, 
revenue growth, profit margins, 
Capex, operating cash flow and other 
topics relating to critical issues 
surrounding business performance 
are typical items on the board 
meeting agenda. 

But the marketing department 
fails repeatedly to communicate 
how its activities make a positive 
impact on any of these strategic 
areas. Instead, marketers 
continually talk in esoteric jargon. 
Concepts like brand architecture, 
brand values, brand engagement 
and other in-speak becomes a 
bewildering array of blather to 
senior management. 

Who should provide the flexibility 
– marketing or the CEO, Managing 
Director and rest of the board?

The answer without question is 
marketing. Marketers don’t need to 
be accountants or finance directors, 
but they must be able to qualify 
and quantify marketing plans and 
outcomes linked to the financial 
performance and value of the 
company for which they work. 

This requires at least a basic 
understanding of a P&L and Balance 

Sheet, along with meaningful KPIs 
and other performance indicators 
that can demonstrate real ROI and 
business impact. Instead, marketers 
seem happy to use metrics which 
have nothing to do with how sales, 
marketing and brand budgets 
contribute to top-line growth and 
shareholder value.

For example, marketers believe 
that Net Promoter Scores are a 
valid way of justifying marketing 
expenditure, despite the fact 
that results based on this kind of 
self-reporting is invariably flawed 
and serves no strategic purpose 
whatsoever.

The majority of CEOs and 
Managing Directors running 
businesses have not risen in 
the ranks from a marketing 
background. Most have had careers 
in finance, law and management 
consulting with the result that they 
know little about the day-to-day 
undertakings of the marketing 
department. 

But that only serves to highlight 
the importance of marketers being 
able to communicate in a language 
that she or he understands. 

Without it, the brick wall between 
them will continue to exist. And the 
marketing seat at the boardroom 
table will remain empty.

‘HAVING MOVED FROM MARKETING DIRECTOR TO MANAGING 
DIRECTOR, I THINK MARKETERS NEED TO MAKE THE EFFORT TO 
TRY TO UNDERSTAND NUMBERS BETTER AND THE FINANCIAL 
IMPLICATIONS OF THE INVESTMENTS THEY ARE MAKING.’
– Guy North, Managing Director, Freeview.
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of marketers do not believe that 
ROI necessarily requires 

a financial outcome.

82%

of marketers do not base their 
marketing budgets on ROI at all.

60%

of marketers believe that ‘brand 
awareness’ is the best indicator 

of a positive ROI.

60%

BUT CEOs AND MANAGING DIRECTORS 
HAVE A LOT TO SAY.*
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‘Marketers focus too much on marketing trends (like social 
media) because they believe in new “marketing frontiers” but 
cannot demonstrate how these are actually beneficial.’

‘When asked to increase ROI, marketers understand it as cost 
cutting or negotiations with partners and agencies instead 
of top line growth regeneration – i.e. more revenue, sales, 
prospects and buyers.’

‘Marketers continually ask for more money but cannot explain 
how much incremental business the money will generate.’

‘Marketers bombard stakeholders with marketing data that 
means nothing.’

‘Marketers don’t think like business people. They focus too 
much on the creative “arty” and “fluffy” side of marketing and 
not enough on business science.’ 

‘CEOs think marketers lack credibility. But marketers themselves 
think their strategies and campaigns are effective – despite 
being unable to quantify or prove it.’

*Source: Fournaise Marketing Performance Group. 



MARKETING IS DEAD. 
LONG LIVE MARKETING.
M any markets are sliding into 

commoditisation. And you 
know what that means.

It means competing in a race to 
the bottom of the sea with price 
cuts, resulting in lower margins and 
falling shareholder value. There 
are rarely any winners, but always 
plenty of losers.

Don’t let one of them be you.
Instead, work to command a prime 

place in the market. 
Build a winning brand that 

differentiates you from your 
competitors, outperforms them and 
delights your customers. 

How? By putting marketing back 
where it belongs.

I am calling for marketing to be 
reinstated in the boardroom.

I am campaigning for marketing 
to be a part of the company’s 
strategic plan once more.

I am telling marketers wrapped 
up in their short-sighted bubble 
of social media metrics, content 
marketing, and technology to 
stop looking at the trees and see 
the forest.

In short, I am asking for marketing 
to become the business-driven, 
ROI-focused, P&L-linked, results-
oriented customer generating hub 
that it should be – and must be.

But what brought marketing to 
here won’t get it to where it needs 
to be without some fundamental 
changes. Like proper strategy, 
planning, and a jettison of all the old 

and flawed models of marketing.
That’s why fresh thinking is 

required. Living in the past won’t 
help promote marketing either. It 
must be brought up-to-date with 
the required business acumen and 
marketing skills it needs. 

Which means the right team of 
sales, marketing and branding 
individuals trained to deliver what 
you, and the rest of your board, 
demand.

You also need to discover what 
are the current weaknesses with 
the sales, marketing and branding 
game plans of the businesses you 
own. I’m talking about concerns 
relating to marketing objectives, 
KPI performance measurements, 
marketing strategy, positioning and 
value propositions amongst other 
important aspects.
And that’s where I come in.
Who am I? I’m James Hammond, 
known as The Brand Doctor®. I’m a 
business growth expert using the 
power of effective sales, marketing 
and branding to build bottom line 
profits, and deliever maximum 
shareholder value. 

I’ve produced impressive results 
when consulting for blue-chips such 
as Virgin, AVIVA, Barclaycard and 
British Telecom, whilst achieving 
dramatic outcomes for SMEs in 
almost all market sectors. 

I am also the author of the 

international Sunday Times best-
selling book Branding Your Business 
which has been described as ‘an 
outstanding guide to branding for 
the 21st century’. 

Whether it’s strategic sales, 
marketing and branding guidance 
along with deliverables, competency 
assessments or coaching and 
mentoring, I can help. 

I’ll provide you with fresh thinking, 
38 years of practical experience, 
and insight-led support across 
the spectrum of your marketing 
challenges and opportunities.

Pardon the pun, but here’s the 
bottom line: CEOs and Managing 
Directors expect marketers to 
embrace accountability, to be ROI-
focused and business performance 
boosters. Marketers have failed to 
deliver this for decades. 

In particular, the omission 
of marketing to incorporate 
shareholder value as the criteria 
for judging the success of strategic 
and tactical marketing puts not only 
leadership, but the entire business, 
at risk. 

Yet with the right team doing 
the right things, marketing can 
become the discipline which creates 
customers, keeps current ones 
loyal and adds strategic value – all 
fully expressed without marketing 
babble in terms that makes sense 
financially, operationally and 
commercially. 
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Isn’t that the kind of expertise you 
want in the boardroom for 2019?
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‘FOR OVER 20 YEARS, MARKETING 
COURSES, ADVERTISING 
PROGRAMMES AND PROFESSIONAL 
DEVELOPMENT CLASSES HAVE 
TAUGHT PRINCIPLES THAT CAN NOW 
BE LABELLED EITHER SERIOUSLY 
FLAWED OR OUTRIGHT BALONEY. 
NEVER BEFORE IN MY EXPERIENCE 
HAS A WHOLE GENERATION OF 
MARKETING PEOPLE BEEN TAUGHT 
AN ENTIRE SET OF PRINCIPLES THAT 
IS SO LACKING IN A FACTUAL BASIS, 
AND SO INFLUENCED BY ANECDOTES 
AND FANTASIES.’

– BOB HOFFMAN, FORMER CEO, HOFFMAN LEWIS’
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