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HOW TO STRUCTURE YOUR MARKETING
AUTOMATION TEAM FOR SUCCESS

Football season can remind us how the right team,
and team structure, can drive success. In fact,
football teams are a lot like marketing automation
teams—you need talented players, of course, but
you also need dedicated roles, internal coordination,
and sound strategy.

At Marketo, one question we hear frequently
from new CMOs, VPs of Marketing and Directors
of Marketing/Lead Generation is:

“How can | build my marketing automation team?”

Some of that answer is dependent on individual variables—
your company Size, your resources and budget, and the goals
you want to accomplish. But we can share some examples and
insights that should help any new team get up and running with
marketing automation.




THE BASIC STRUCTURE OF A MARKETING
AUTOMATION TEAM

From our observations of various customers and companies of all sizes,
the following is an illustration of a common structure that we often see.
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THE BASIC STRUCTURE OF A MARKETING
AUTOMATION TEAM

At some small businesses, many of these roles are
combined. If you're using marketing automation
software, you can do amazing things with as

few as two employees—a Program Manager

who creates emails and landing pages. Cloning
programs and templates allow small teams to ADMI
accomplish marketing automation on par

with much larger companies.

At Marketo, we have a much larger team. We have six marketing
operations people who serve as admins and handle analytics,

and 10 people in lead generation programs, covering events, lead —ay LEAD
nurturing, programs to the database, paid programs, webinars, : GENERATION
and enterprise accounts. These people prepare their own copy

and content. We have a content team of 2 who are in charge of our PROGRAM

thought leadership and asset creation, and we also have a Creative TEAM

services team supporting marketing automation efforts.
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STRONG MANAGEMENT:

HOW WEBSENSE STRUCTURES THEIR TEAM

But how do other companies do it? Websense, a global leader
in the data security industry, is succeeding in their usage of
marketing automation due to a strong team structure and savvy
manager. According to Cristan Hutto, Marketing Operations
Manager at Websense, “With a team of my size (three), we are
able to effectively support corporate campaigns and the global
marketing managers with their regional marketing programs.”
Cristan describes their team structure as:

» Manager, Marketing Operations—Overall
marketing automation manager and administrator.
(1 full-time employee)

» Email Specialist—Schedules and creates all the
programs/campaigns for email execution worldwide.
(1 full-time employee)

» Marcom Team—~Creates all emails for worldwide
marketing teams and manages translations.
(2 full-time employees)

» Web Team—Landing page/form creation for our
multiple language websites. (1 full-time employee)

» Analytics Specialist—Reporting and Analytics
Management. Currently, the Marketing Operations
Manager doubles in this role. (1 full-time employee)

» IT Support—CRM/Marketing automation integration/
Optimization. (1 full-time employee)

Basically, Ms. Hutto describes a “core” marketing
automation team of three full-time employees,
with support from Marcom/Web teams for content
and creative.




LEAN AND MEAN:

HOW SPEAR MARKETING STRUCTURES THEIR TEAM

Spear Marketing is a full-service, B2B agency specializing
in creative, strategic demand generation and lead nurturing.
Depending on the volume of campaigns and overall activity,
Howard Sewell, Spear Marketing’s president, recommends
the following:

» 1 CRM Administrator

(Focuses on maintaining CRM database)
» 1 Technical Program Manager ' 7’
(HTML/Email Campaign Launches) = W

FTECHNICAL
PROGRAM MANAGER

——

» 1 Email Marketing Manager
(Strategist/Content Writer)

»1 Demand Generation Manager
(Lifecycle Strategy/Content/Campaigns)

NOTE: Depending on volume/size of organization, CRM administrator and
technical email coordinator could be the same person, although simply
developing and launching email campaigns can be a full time job.
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WHAT DOES EACH ROLE DO?

The following pages show descriptions, along with the recommended level
of experience for each major role discussed.
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MARKETING AUTOMATION
MANAGER/ADMINISTRATOR

A marketing automation manager is an evangelist
for your adopted platform.

They will develop best practices and training, and work side by side
with your program managers to achieve 100% adoption, and ensure
that everyone is using marketing automation to its full potential.
They must have a deep knowledge of marketing automation, working
to both improve and demonstrate marketing’s contribution to pipeline
and revenue.

A strong background in lead generation programs, email marketing
best practices, and inbound marketing is crucial, along with experience
improving marketing and sales alignment through continuous business
process improvement.




PROGRAM MANAGER

A program manager is responsible for creating smart,
compelling marketing programs that support both
strategic and tactical marketing and sales initiatives.

This person manages all elements of marketing programs including
emails to the database, paid programs, and other lead generation
campaigns. This person works closely with design, content, and
product teams to drive the highest possible impact and results.

Your program manager will be creative, flexible, dedicated, and able
to meet aggressive deadlines. He or she should understand marketing
strategy and the use of analytics to measure and optimize performance.
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LEAD NURTURE MANAGER

A lead nurture manager is the person who develops
communications to a lead throughout the entire
customer experience.

He or she will work with your content team, mapping the right content
to the right place in the buying cycle. This is a critical role—when done
well, nurtured leads can produce a 20% increase in sales opportunities,
compared to non-nurtured leads. The person in this role should
understand your buyer and user personas, and should be adept at
planning workflows.




ANALYTICS ROLE

Brian Hansford at Heinz Marketing describes
-t the analytics role this way:

|

— “The analyst knows the right information to capture,
- analyze and report.”
| mEEmE

. . Also, the analyst can share insights and interpretations of marketing

information that are meaningful to the executives at any level. The
analyst and marketing automation manager need to work closely
together to review data sets, test hypotheses and ensure the marketing
automation and CRM systems are capturing meaningful information

for the CMO, CFO, and CEO. This person should have a love of data
and numbers.
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CONCLUSION

There are many ways to staff a marketing
automation team. Want to find out more about
structuring your marketing automation team?

Check out these resources:

» “How to build a revenue marketing team”
by Debbie Qagish, Chief Strategy Officer at
The Pedowitz Group

» “Three key job roles to make your marketing
automation rock” by Heidi Bullock, Sr. Director
of Marketing at Marketo

» “3 Marketing automation roles to hire in 2014”
by Brian Hansford, Director of Client Services
and Marketing Automation practice lead at
Heinz Marketing

How does your company structure its marketing
automation team? Do you have any questions about
improving your current structure, or creating one
from scratch? Let us know!



http://www.dmconfidential.com/how-to-build-a-revenue-marketing-team-and-grow-topline-revenue/
http://blog.marketo.com/2013/03/three-key-job-roles-to-make-your-marketing-automation-rock.html
http://blog.marketo.com/2013/03/three-key-job-roles-to-make-your-marketing-automation-rock.html
http://www.heinzmarketing.com/2013/11/3-marketing-automation-roles-hire-2014/

Marketing Software. Easy, Powerful, Complete.

Marketo (NASDAQ: MKTO) provides the leading cloud-based marketing software platform for companies of all
sizes to build and sustain engaging customer relationships. Spanning today’s digital, social, mobile and offline
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