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Building the Optimal  

Marketing Organization 

Trying to decide the most effective 

marketing structure for your firm? 

 

You're not alone. 

 

The Prudent Firm’s Guide  



2 THE PRUDENT FIRM’S GUIDE 

 

 © Prudent Pedal, ltd.  

 

Most professional services firms 

are pretty sure they need 

marketing, but are never quite 

sure how much to invest or what 

form that investment should take. 

There is no perfect marketing 

structure, but there is an optimal 

one for your business strategy, 

firm culture, and desired level of 

investment. 

 

This guide helps you think 

through the five tough questions 

you must answer before building 

or cutting your marketing 

organization. 
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Introduction 
 

As a marketing leader, I have built world-class marketing teams at some of 

the world’s top service firms in accounting, consulting, HR, insurance, 

financial services and software.  These teams have been created within 

unique business models and under all business conditions. I have built 

marketing teams at the corporate, practice, geography, industry, and market 

segments levels. I have centralized and decentralized marketing functions.  I 

have created roles, eliminated roles, developed assessments and training 

programs. 

I have marketed to every c-level function, board of directors and buyer down 

the chain. I have marketed to start-ups, middle-market companies and 

global behemoths in the technology, health care, financial services, 

industrial, and retail industries. I have integrated acquisitions and built 

practices from scratch.  There is not much in terms of firm size, structure, 

culture, business strategy and constraints that I have not seen. 

Today as a consultant, I am regularly asked questions about investments in 

marketing structure: 

• “How much should we spend on marketing?” 

• “Where should we spend it?” 

• “Do we need to be more strategic or more tactical?”  

• “Should we organize Marketing by practice, industry, geography—or all 

three?” 

• “What functional marketing skills should we have?” (communications, 

proposals, CRM, social media, design, etc.) 

• “Should Marketing be centralized or decentralized?” 

• “(Fill in the blank) is a hot right now; do we need a (fill in the 

blank) person? 

  

There is no shortage of questions on marketing structure and investment. 

Unfortunately, I have found that, in a content-rich blogosphere, there is no 

shortage of misguided “answers” either.  

There is a plethora of research and benchmarks to help firms see where 

peers are investing marketing budget. According to many studies, most firms 
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invest from 1-5% of firm revenues on “marketing.” There are breakdowns 

of tactics (e.g. events, white papers, social media, etc.) and hot fads on the 

rise (account-based marketing, “content” marketing). You can even 

find research on the latest, coolest “brand” color trends.  

If you rely on these reports, I offer a word of caution: these reports often 

lead to more confusion and more squandered 

resources. Many of these “studies” are nothing 

more than veiled “thought leadership” pieces 

that rationalize a solution provider’s core 

offering. 

Some studies claim to have broken a code about 

what differentiates “high growth” firms, by 

correlating tactics and growth rates. But, they 

ignore the cyclical, boom and bust nature of 

entire consulting disciplines and the reality of 

regression to the mean.   

How do you differentiate between your firm and 

firms spending 1% and 5%? There are very few 

firms that can accurately account for “marketing 

investment” beyond salaries, advertising and 

sponsorships. Is a golf outing marketing? Is a 

prospect lunch? Is a charitable contribution 

given through a partner’s board membership? 

What about the cost of server space for a 

website? 

In benchmarking tactics, video and podcasts are the latest fashion. Does 

the fact that other firms are using Facebook or Instagram dictate that your 

firm does so? “Does it mean your people should be spending valuable 

hours researching and writing whitepapers? Maybe. Maybe not. 

In the end, these reports just give you averages and fall short because they 

do not address the question that firms are ultimately trying to answer. The 

question is: 

What is the “optimal” marketing organization for us? 

 

Many of these 

“studies” are nothing 

more than veiled 

“thought leadership” 

pieces that rationalize 

a solution provider’s 

core offering or 

Rorschach tests for a 

partner’s desired 

marketing solution. 
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While service firms share similarities, the answer for the optimal marketing 

organization is unique for every firm. Even if they are similar in discipline, 

size and geographic footprint, firms are very different in culture, strategic 

priorities, expectations of marketing, organizational structure, and budget.  

This guide is different. It will neither provide you with averages nor provide 

you with a single answer. This report will guide you through the process 

required to create YOUR marketing organization.  

 

 

Let’s get started. 

The answer for the optimal marketing organization is unique for 

every firm. 

Even if they are similar in discipline, size and geographic 

footprint, firms are very different in culture, strategic priorities, 

expectations of marketing, organizational structure, and budget.  
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Tough Questions  
Getting all your partners into the same room is the easy part. Getting them to 

pull in the same direction is the hard part. Alignment is critical to building the 

right marketing organization—more important, to driving superior growth.  

With that happy news as a backdrop, let’s start by asking the five tough 

questions that leaders must answer clearly. 

 

Where exactly is our firm going strategically? 

 

How do we expect marketing to help achieve our 

strategic vision? 

 

What are the appropriate skills and roles required to 

achieve our strategy and expectations of marketing? 

 

What is the gap between our current team’s capacity 

and that level required to achieve our vision? 

 

How do we measure performance and keep the 

organization on track? 

 

Let’s look at question number one. 

 

1.  

2.  

3.  

4.  

5.  
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"Don't aim at success — the more 

you aim at it and make it a target, 

the more you are going to miss it.  

For success, like happiness, 

cannot be pursued; it must ensue, 

and it only does so as the 

unintended side effect of one's 

personal dedication to a cause 

greater than oneself or as the by-

product of one's surrender to a 

person other than oneself.  

 

—Victor E. Frankl 
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1. Where exactly is our firm going 

strategically? 
 

The very nature of professional services firms, what I call “The BS of PS,” 

makes it difficult for leaders to make strategic choices. As a result, the 

biggest problem firms wrestle with is the “tyranny of choice.” Each line of 

business sets out growth priorities each year based on a firm mandate or 

historic precedent. Often, these priorities are derived from competitors’ 

forays into new markets, a recent client success that now represents a 

new “product” or “service,” or an ambitious, wannabe partner applying 

his/her capabilities in some obscure area to build a book of business. 

Suddenly, the firm is beset with decisions about what to pursue.  

If the tough strategic decisions do not 

get made, the default is to grow 

everything. As a result, firms 

unconsciously create a 

discombobulated Marketing team 

running around trying to meet the 

whims of partners and demanding 

practice leaders—all with “a top priority.” “Grow everything” is not a 

strategy. 

 

RELATED: You Don’t Have a Marketing Problem 

 

If you doubt what I say, ask your fellow partners to answer a few of these 

questions about the firm’s strategic direction and growth priorities, and 

then compare their answers: 

Market opportunity 

• What are our top three strategic growth priorities? 

• Where is our growth going to come from? 

• Will the growth come from current clients or new clients? 

• Will we emphasize existing services or new services? Which ones? 

• Will we focus on existing markets or new markets? Which ones? 

• Will growth come organically or through acquisitions? 

“Grow everything” 

is not a strategy. 

https://www.prudentpedal.com/you-dont-have-a-marketing-problem


Building the Optimal Marketing Organization 9 

 

 © Prudent Pedal, ltd.  

• Which practice has priority? 

• What are our success metrics? Revenue? Market share? Net new 

clients? 

 

Capabilities 

• Do we have the capabilities to attack the market? 

• With which clients have we demonstrated these capabilities? 

• Do we have the appropriate scale of capabilities for the desired growth? 

• If we don’t have capability, how do we plan to obtain the capability? Will 

we grow it or buy it? 

 

Culture & Brand 

• Is our brand relevant in the growth market(s)? 

• If not, what will it take to make it relevant? 

• How does our culture support or not support the growth we want to 

achieve? 

• How will our culture change to support it? 

• What is the plan for change and who owns it? 

 

These are neither profound nor difficult questions, but they are seldom 

asked. When they are asked, they often go unanswered or they have so 

many different answers that the answers are worthless. No clarity, no 

direction. When a firm has limited resources (and which firms don’t?), you 

have to place bets on the opportunities that offer the highest chance of a 

worthy return. That means making hard choices. 

 

RELATED:  1. Is failing to make growth decisions causing your firm to fail? 
2. Identify Your Focus 

 

ACTION: Define exactly where your firm is headed, who is leading, and how 

you will know when you get there. 

Now, let’s look at Question 2. 

 

 

https://www.prudentpedal.com/making-growth-decisions
https://www.prudentpedal.com/identifying-your-focus
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A prudent question 

is one-half of 

wisdom.    

 

—Francis Bacon 
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2. How do we expect marketing to help 

achieve our strategic vision? 
 

You can’t build the “optimal” marketing function until you have consensus on 

the role marketing should be playing to get there.  To answer the “optimal” 

question, you have to know what you want your marketing function to 

achieve. Most often, firms answer the “What do you want marketing to 

achieve?” question with a nebulous answer such as:  

• “Growth, duh!”  

• “Nobody knows us. We need to build brand awareness.”  

• “We need to make the phone ring.”  

• “We need to grow revenues.”  

 

They conclude, “After all, isn’t that why we have marketing?”  

I don’t know. Is it? 

Discussing marketing with firm leaders is like discussing politics, religion or 

fitness. Everyone defines conservative, liberal, orthodox, reformed, healthy 

and unhealthy differently. It makes sense to anchor the starting point. 

 

The “Two Schools of Marketing” in Professional Services Firms 

I divide the two schools of marketing into the Productivity School and 

the Growth School. 

The Productivity School of Marketing sees marketing’s objective as 

increasing the personal output and utilization of highly paid consultants 

(lawyers/architects/accountants/engineers). Marketing exists to keep the 

line’s productivity high. 

This school believes that simple economics dictate that a $40/hour 

“marketer” write proposals, proofread documents, design presentations, 

enter data, and manage events, instead of having a scarce resource who 

bills out at $250-$1,000/hour do it. Work is delegated based on perceived 

value contribution. Consultants add maximum value by serving clients and 
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setting marketing strategy for the practice. Marketing is a cost to be 

managed and its value is in “making things pretty.”  

With this approach, the marketing emphasis is put on sales support and 

brand policing. Marketing maintains a cosmetic a “brand umbrella” that 

enhances the personal productivity and accommodates the “personal” 

brands of select consultants. Key performance measures include marketing 

headcount, brochures produced, proposals written, events held, and, most 

important, partner satisfaction with the order taker. 

The Growth School of Marketing views marketing’s role strategically. The 

objective of the Growth School is strategic impact that maximizes profitable 

growth. Marketing operates as big-picture thinkers with strong business 

acumen. 

The marketers drive growth by helping the firm 

define target markets, anticipate client needs, 

develop capabilities and build solutions that meet 

them. Instead of emphasizing cosmetic brand, this 

school emphasizes strategy and organizational 

effectiveness. The result focuses on maximizing 

the firms’ ability to deliver the brand promise.  

These firms emphasize culture (i.e. reinforcing 

behaviors that build and actually differentiate the 

firm). Firms identify an “ideal client” who provides 

cost-effective scale and values the firm’s 

capabilities and solutions. In the Growth 

School, marketing’s metrics and goals are tied to 

firm-wide strategic goals. Key performance 

measures are new market development, pipeline 

contribution, market share, brand relevance, referral strength, and 

marketing qualified leads. 

Many partners like the clean division of labor of the Productivity School. They 

believe that marketing does not understand the business and the line has 

the strongest and most accurate knowledge on the voice of the client and 

marketing strategy. However, partners are often the proverbial blind man 

feeling an elephant. They have a line-of-business paradigm, overestimate 

their marketing ability and wrestle with balancing competing non-marketing 

roles. As a result, firms can squander marketing investments to optimize 

productivity instead of driving growth. 

 

Partners are often the 

proverbial blind 

person feeling an 

elephant. They have a 

line-of-business 

paradigm, 

overestimate their 

marketing ability and 

wrestle with balancing 

competing non-

marketing roles. 
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Before you move to the third big question, your leadership team must agree 

on Marketing’s role. Do you want Marketing’s primary role to make things 

pretty and keep line people productive or do you want the team to have a 

strategic impact on revenue, market share and new market opportunities? 

They can do both, but you have to invest in the necessary skills and roles. 

 

RELATED: The Two Marketing Schools of Thought infographic 

 

ACTION: Determine your marketing school of thought. 

 

We are on to Question 3. 

 

https://www.prudentpedal.com/resources/marketing-schools-thought-professional-services/
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Prudence implies 

a transformation 

of the knowledge 

of truth into the 

decisions 

corresponding to 

reality.  

       

 —Josef Pieper 
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3. What are the appropriate skills required 

to achieve your strategy and expectations of 

marketing? 
 

Now that your firm has clarity about its growth priorities and marketing’s role 

in achieving them, it is time to determine how marketing will spend its time 

and treasure. After a marketing strategy is developed, an organization will 

focus on four general buckets that shape marketing plans and activities: 

1. Demand Generation 

2. Lead Generation 

3. Sales Support 

4. Redeploying Product/Services 

 

Which bucket or combination of buckets you focus on depends on the three 

factors displayed in Exhibit 1. 
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1. How big is your market opportunity?  

The right vertical axis maps the growth opportunity for your firm or 

practice.  On the top of the axis, the market pie is sizable. There are 

few competitors. You have an opportunity to add value and to 

command premium fees. On the lower end, the market is mature, 

crowded and stagnant. 

2. How aware is your market of the issue or opportunity before it?  

The left vertical axis represents your market segment’s need or issue. 

The high-end represents a new strategic or pending issue for the 

market; the low end represents an issue that is mature and well 

known. So ask yourself if the issue that can fuel your growth is one 

that buyers are aware they have or does the market require education 

to build awareness 

3. How does the market perceive your brand?  

Your brand relevance flows along the horizontal axis. To the far right, 

the market considers your firm an expert in addressing this issue. You 

are invited to the table to propose on work and your brand is the 

preferred, or “safe,” obvious choice. To the left, the market has little 

knowledge of or confidence in your reputation in addressing the issue. 

 

 

ACTION: Plot your growth opportunities AND your overall firm on the grid on 

the next page. You may discover lines of business appearing in different 

squares and your firm itself in another square altogether.  

 

 

 

 

 

If your firm/growth opportunity is in Quadrant 1, 
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ACTION: Plot your services/practices, industries and geographies 

on the grid to set marketing investment priorities. 

Setting Marketing Priorities 
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• your clients are unaware of the issue in their lives, 

• you do NOT have a strong brand around the issue, and 

• the client need provides a growth opportunity for your firm. 

1.  

Your marketing organization should be 

built with skills to optimize Demand 

Generation. You should consider 

investing the majority of your marketing 

resources to build awareness of the 

issue/solution, demonstrate your firm’s 

credibility to solve the issue 

and nurture leads for future 

engagement. Smart tactical investments 

are thought leadership, research studies, 

media relations, public speaking, social 

media and webinars. 

 

If you are in Quadrant 2,  

• your clients are unaware of the issue in their lives, 

• you have a strong brand around the issue, and 

• the client need provides a growth opportunity for your firm. 

 

Your marketing organization should be 

built primarily with skills for Lead 

Generation. Invest in generating leads 

today with highly targeted lead generation 

activities that speak with authority, detail 

the issue’s urgency, have a strong call to 

action and provide scale, such as speaking 

engagements, direct mail and seminars. If 

you have not already made the investment, 

integrated CRM and marketing automation 

should be a priority and will provide major 

ROI lift in Quadrants 1 and 2. 

If you are in Quadrant 3: 

Lead Generation  

  

WHAT IS IT? Generating leads with 

highly targeted lead generation 

activities.  
 

TACTICS should include strategy, 

direct mail campaigns, local 

events, sales support. 
 

SKILLS NEEDED: Digital, writing, 

CRM, email marketing. 
  
  

Demand Generation  

  

WHAT IS IT? Building awareness 

and consideration of emerging 

services 

  

TACTICS should include thought 

leadership, media, sponsorship, 

industry speaking opportunities, 

events. 

  

SKILLS NEEDED: Strategy, digital, 

technical writing, research, media 

relations.  
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• your clients are very aware of the issue in their lives, 

• you have a strong brand around the issue, and 

• the client need provides a limited but 

profitable opportunity for your firm. 

 

Instead of investing in marketing, focus on 

personal selling and Sales Support. Call 

your client or prospect, demonstrate the 

business case and simply ask for the 

business. 

 

If you are in Quadrant 4 

• the issue is very mature 

• there is a limited growth opportunity 

• you have limited or no noteworthy brand relevance 

 

It is time to Redeploy resources to new products and 

services. Make the hard strategic choice to exit existing 

businesses that have run their courses 

or in which you have failed to achieve 

brand relevance. Reallocate time and 

resources to develop market-tested, 

viable new products and services. 

 

RELATED: The Fallacy Of Professional 

Services Productization 

THEN, Confusion sets in. 

 

You may be finding yourself saying, “I 

need all this capability.” Yes, you probably 

do. But, unless you have unlimited resources, you have to make 

Redeploy 
 

WHAT IS IT? Developing and 

launching market-tested, viable 

new product and services. 
 

TACTICS should include market 

research, value proposition 

development, product launch. 
 

SKILLS NEEDED:  Voice of the 

client, research, product 

development, product launch. 

  

Sales 

  

WHAT IS IT? Cross-selling and 

penetrating well-established 

services through day-to-day client 

interactions. 
 

TACTICS should include phone 

calls, client meetings. 
 

SKILLS NEEDED: Sales support, 

proposal writing. 

https://www.prudentpedal.com/the-fallacy-of-professional-services-productization/
https://www.prudentpedal.com/the-fallacy-of-professional-services-productization/
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choices. Let’s go back to the two schools of marketing thought. 

The Growth School focuses on communicating the brand promise AND 

delivering on a brand promise.   If your brand promise centers on innovation, 

then you probably need to focus on product development or demand 

generation. If you are a member of an elite branded group, like the Big 

4 accounting firms, you can get away with being a fast follower. A rising tide 

lifts all boats, so focus on lead generation. If you established your brand long 

ago and have the appropriate relevance in a market with continued growth to 

be milked, you can focus on selling. Have your fellow partners pick up the 

phone. Most other situations require hard choices.  

If you are not building demand today, then you won’t have brand strength to 

generate opportunities in the future. If you are not calling clients on issues 

that you know they have, then you are missing opportunities for today. Finally, 

you, your practice and your firm risk commoditization if you are not investing 

in innovative new services. 

 

RELATED:  Is failing to make growth decisions causing your firm to fail? 
 

ACTION: Review your growth map and make the hard choices. 

 

We have now reached the fourth crucial question. 

 

 

https://www.prudentpedal.com/making-growth-decisions/
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The insignificant 

man makes 

demands of others, 

the significant man 

makes demands of 

himself.   

 

   —Tao Te Ching 
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4. What is the gap between our current 

marketing team’s capacity and the level 

required to achieve our vision? 
 

Let’s talk about your marketing organization as it stands today. Traditional 

marketing (advertising, branding, sales, etc.) has evolved considerably over 

the last decade. The change that began in consumer markets was primarily 

driven by web access to product and performance information. While many 

professional services firms were following traditional old-fashioned marketing 

methods (branding, sales and events), consumer products companies were 

developing thought leadership, digitizing insights, institutionalizing customer 

preferences and building trusting relationships sight unseen.  

Today, the best marketing organizations are built around the client buying 

process, rather than a firm’s sales process. The professional services buyer 

has digital access to firm performance, client reviews, business insights, and 

highly competitive, specialized experts around the globe. Few marketing 

organizations have the leadership, skills, technology, culture, or courage to 

compete in this new environment of transparency and immediacy. As I said 

earlier, left to chance, your marketing organization will default to individual 

partner demands/priorities. 

 

RELATED: The question is not WHY clients buy, but HOW? 

 

As a non-marketer, you may be wondering how to assess your Marketing 

team’s skills. Most managing partners simply ask their partners’ opinions of 

the marketing team. Too often, the main criteria used in assessing marketers 

are Productivity School qualities, like “responsiveness” and “prettiness.” 

Partners who believe in the Growth School of thought should be listening for 

words like “effective,” “strategic” or “revenue-generating.” Let’s think about 

marketing capacity from three dimensions: 

 

 

https://www.prudentpedal.com/the-question-is-not-why-clients-buy-but-how
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• Leadership – the manager of the function who drives the team 

towards your defined objective and serves as the face of marketing to 

the organization. 

• Roles – the multi-faceted positions needed for optimal structure 

(dependent on the Marketing School of Thought and desired outcome) 

• Skills – traditional breakdown of marketing skills and acumen needed 

to deliver the optimal marketing organization’s results (dependent on 

Marketing School of Thought and desired outcome) 

 

Leadership 

Most business leaders are clear about the difference between leadership 

and management. Carly Fiorina, former HP chief executive officer, has 

delineated management and leadership in a way that really resonates with 

me. Leaders can be managers, but not all managers are leaders. She said 

that “management,” in any setting, is the task of “producing acceptable 

results within known constraints and conditions.” In marketing, the results 

are rather common: produce a webinar, write a brochure, update the 

website, etc. The constraints and conditions are well known, as well: 

deadlines, budgets, resources and individual partner expectations. It is 

important to have good managers. After all, you have to keep the trains 

running on time.  

If you are in the Productivity School, your marketing leader should be 

impeccable at keeping the trains running on time. That means project 

management, scheduling, workflow, and quality control. I call this person 

the GSD Leader (get shit done). Nothing stands in the way of delivering a 

project on time and on budget. This person takes any request, at any time 

and doesn’t sleep until it is completed. 

Leadership, on the other hand, is more rare. Leadership says, “I am going to 

change the conditions.” Fiorina says that leadership “changes the order of 

things.” Most partners may laugh at the idea of a marketing person changing 

the order of things in a firm. As I said, in many partners’ minds, marketing 

does not understand the firm’s business. Leaders do not accept the 

constraints. Leaders see a different path and change the trajectory of the 

firm. If your expectations of marketing fall into the Productivity School, you 

are less concerned with Marketing’s understanding of the business. 

However, a deeper understanding can produce higher productivity returns in 

writing and design choices that require less line involvement. 
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RELATED: The 3 Biggest Mistakes Marketing Leaders Make 

 

Traditional marketers have a career progression. Coordinators become 

managers who become directors who become CMOs. The titles are designed 

to illustrate value. I think that the approach is antiquated and can be 

ineffective in delivering results and superior ROI from marketing teams. I 

prefer to think in terms of roles. Depending on you school of thought and 

priorities, here are the key roles to consider. Keep in mind that each role 

does NOT have to be a distinct position. 

 

The Strategist 

Many firms think that they have this role covered because they 

develop a complex, months-long business planning process at the 

start of each fiscal year. While the process often uses buzzwords like 

“SWOT,” “adjacencies” and “growth targets,” firms seldom ask the 

basic strategic questions: “What problem do we solve?” “Who is our 

ideal client?” and “What do they value?” The Strategist’s role is to get 

the firm focused on the most important questions. The Strategist is a 

big-picture thinker with strong business acumen and a passion for 

meeting clients’ needs. He/she is measured by the firm’s ability to 

anticipate needs, develop capabilities and build solutions that meet 

them. 

The Futurist 

Business life is like fashion. Consulting fads come and go, historical 

events happen, demographics change, technology evolves, markets 

expand and collapse, etc. China, marketing automation, the Internet of 

Things, mobile, cloud, consulting industry disintermediation are just a 

few areas of recent import. As the world turns, most professional 

services firms are content to be followers. The Futurist’s role is to go 

up on the mountain and think about “What if…?” Having the ability 

requires the time to think, ingest huge quantities of seemingly 

irrelevant information and synthesize a hypothesis that provides 

competitive advantage for the firm. The Futurist is a learner, 

antagonistic, a born problem-solver, impractical, expensive, innovative 

and, more often than not, annoyingly brilliant. 

https://www.prudentpedal.com/make-it-pretty/
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The Enforcer 

Many partners think they are marketing gurus because they like an 

Apple commercial that is cool, read a book on emotional branding or 

serve a big client–- none of which qualifies them to layout marketing 

strategy for the firm. The Enforcer role tells the partner(s) to sit down 

and shut up (metaphorically speaking). This person possesses the 

understanding of the firm’s business, strong operational and business 

acumen and the gravitas to push back on loud, intimidating partners 

with an intelligently built winning argument. The Enforcer does not take 

the path of least resistance and is not intimidated by titles. His success 

is measured by his/her ability to build consensus, do what is right and 

move the firm in the direction of its strategic goals 

The Idealist 

Hitting your number or making partner often takes the front seat when 

evaluating business decisions. The Idealist’s role is to keep the firm on 

its highest plain, whether it is fulfilling the mission, living its values or 

delivering a brand promise. The Idealist is often the voice calling out in 

the desert. This role is often filled by the naïf, but s/he keeps the 

cynical person aligned with their more noble selves and keeps them 

from succumbing to greed and vanity. This role reminds us of why we 

are here. While perfection is unachievable, the Idealist calls us to the 

quest nonetheless. 

The Quant 

Marketing is often accused of wasting 50% of its spend. That number 

may be generous for many firms. In a data-driven world, the Quant has 

become a very hot commodity. Leadership teams rightfully are 

demanding proof that the earnings they are allocating to marketing are 

paying dividends. Substantiating the investment should be low-hanging 

fruit. The Quant’s more important role is to enable all the other roles. To 

do this, the Quant must possess more than mathematical ability. 

He/she must be curious, client-centric and understand the inter-

relatedness of the roles and other parts of the firm. Number crunching 

for the sake of number crunching is not useful. The result must be 

applied to learning and competitive advantage. 
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The Creative 

Often professional services firm marketers are relegated to “making 

things pretty.” The Creative role is not about making it pretty; it is 

about making it understandable. The Creative plays the trifecta roles 

of translator, storyteller and designer. All three combine in a 

meaningful way to communicate to prospects in an attention-deficit-

world how the firm is different and can help. You probably know a 

person like this. S/he is the go-to-person when a bad idea needs a 

huge shove to knock it off center. The skill set is unique and the 

person can often name his/her price. 

 

Many partners think that they are filling these important roles, but they don’t 

because they either lack the time to focus or the skill. As a result, firms  

1.) Don’t ask the tough questions,  

2.) Take the path of least resistance and  

3.) Waste marketing dollars trying to drive growth.  
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RELATED:  Why Your Marketer Doesn’t Understand Your Firm’s Business 

 

Recognizing the importance of these roles and admitting that they are not 

consistently fulfilled is the critical first step in eliminating the wrong 

marketing jobs and adding more marketing value. How many of each of 

these roles a firm employs and how they are aligned within a firm are 

choices driven the firm’s matrix and level of investment. Either way, the roles 

need to be realized. 

 

Skills 

In Question Three, we touched on some skills required within each bucket of 

marketing activity. Each bucket requires distinct skills to produce optimal 

results and drive the highest performance. Because marketing is seen as 

cost center (Productivity School), marketing functions are generally pretty 

lean and marketers often wear many hats and have generalist-level skills. A 

traditional, small professional services marketing organization would look 

more like the organizational chart below. 

 

 

https://www.prudentpedal.com/why-your-marketer-doesnt-understand-your-business
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In a larger firm with a matrix structure, a typical professional services 

marketing organizational chart may look more like the graphic below. The 

firm’s P&L assignment would dictate the presence and 

importance of practice, geography or industry roles. Business intelligence 

would probably not be a part of a Productivity School structure. 

 

 

 

 

Your Firm’s Organizational Matrix 

Firms generally have a driving precept on which they choose to prioritize and 

organize the elements of their matrix. Firms primarily assign P&L 

responsibility by practice, geography, and/or industry. While the names of 

those monikers change from firm to firm, the chosen structure is designed to 

reinforce the chosen mindset.  

Organizing by practice allows practice leaders to manage people allocation 

and development globally. Managing resources at a geographic level allows 

the location, often determined by the firm’s office and client’s HQ location, to 

dictate resource allocation.  Industry prioritization is a hybrid, but allows a 

firm to go deep in understanding and meeting client needs in a more holistic 

and integrated way. Each approach has strengths and weaknesses that are 
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beyond the discussion of this guide’s scope. The point is to recognize that 

your firm has a driving precept and it plays an important role in the ultimate 

structure of your firm’s optimal marketing organization. 

A Non-marketer’s Guide to Assessing Skills 

No matter what your current structure resembles, a heat map like the 

marketing capability assessment below can be a fast, inexpensive and 

effective way to get your arms around marketing skills and proficiency across 

your firm. This simple tool allows marketers to complete a self-evaluation, a 

manager to validate their self-assessment and others to quickly and 

confidentially share their perspectives. The tool can help you identify overall 

capability gaps and perceived vs. demonstrated individual skills that are 

required to achieve Marketing’s objectives.  

 

 

DOWNLOAD: The Marketing Capabilities and Proficiency Assessment 

https://www.prudentpedal.com/resources/marketing-capability-gap-assessment/
http://info.prudentpedal.com/hubfs/Tools/Marketing Capability&Proficiency Assessment.xlsx
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ACTION:   

1. Determine what type of marketing leadership you desire. 

2. Assess the key marketing roles required for your firm. 

3. Assess the current functional capabilities of your team and combine 

with the mapping of your growth opportunities from Question Three. 

4. Begin aligning your marketing skills with your growth priorities and 

make choices about where to invest in capacity. 

 

 

1.  

I encourage you to look at your future marketing organization in terms of 

your marketing school of thought and strategic objectives. Do not limit 

yourself to a traditional organization chart. Marketing and technology are 

moving too fast. The line needs to be focused on ideas that offer 

differentiated value and exceptional service delivery. Marketing should be 

structured and equipped to help the firm do what Peter Drucker says is its 

function, get and keep a client. 

 

RELATED: How to Prepare Your Firm for a Digitized World 

 

Here are 3 modern professional services marketing organizations that adapt 

to the new marketing paradigm, drive growth and provide scale. Integrated, 

Bifurcated-Centralized, and Bifurcated-Decentralized. 

  

 

 

 

 

 

https://www.prudentpedal.com/intellectual-capital-agenda/
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Bifurcated-Centralized Marketing Structure 

Integrated Marketing Structure 
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We have arrived at the fifth and final tough question. 

Bifurcated-Decentralized Marketing Structure 
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Prudence directs us 

to make proper 

choices that will 

yield good results. 

 

  —Reginald Martin 
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5. How do we measure performance and 

keep the organization on track? 
 

Finally, you have to decide how you are going to keep Marketing focused on 

its role in achieving your objectives and how your will reward its success.  

If you are building an optimal marketing organization guide using the Growth 

School of thought, your marketing objectives should reflect strategic impact. 

You should use revenue- and growth-oriented metrics. Suggestions include 

marketing qualified leads, pipeline contribution and brand relevance. If 

the Productivity School guides your marketing approach, your measures 

should focus on cost, utilization and productivity.  There are many points in 

between. 

Whichever school shapes your marketing, you will have a primary marketing 

objective and measure. All others metrics should support them. See the 

chart below to get a more comprehensive view on marketing metrics and 

marketing school of thought. 

 

RELATED: Aligning Marketing Goals with Your Partners’ Goals 

 

 

https://www.prudentpedal.com/aligning-marketing-goals-with-your-partners-goals
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ACTION: Select your primary marketing objective and key performance 

measures. 

Marketing Objectives and Performance Measures 

By Marketing School of Thought 
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Conclusion 

 
Growth investment decisions can be difficult for professional service firms. 

They often involve opportunity costs, cultural evolution (or revolution) and 

emotional upheaval if partners feel that their wealth is being “redistributed.” 

Given the unique cultural and structural elements of professional firms, it is 

easier to take the path of least resistance. As a result, strategic choices 

often go unmade, and firms default to a “grow everything” approach. For 

marketing organizations that usually means a suboptimal structure, wasted 

resources and lower marketing ROI. 

Like your firm’s legacy and client relationships, marketing should be seen as 

a long-term investment. This investment creates the highest return when it 

builds brand relevance, pursues the highest growth opportunities and aligns 

the firm’s core capabilities with the client’s needs from beginning to end. 

“Grow everything” is not a strategy. 

At this point, you are on your way to answering the questions that need to be 

answered to build the optimal marketing organization for YOUR firm. Don’t 

let agencies enticed you into believing that there is ONE optimal marketing 

strategy, marketing structure, or marketing mix for your firm. Once your firm 

has become clear on the answers to these five questions, developing an 

effective and efficient marketing organization is straightforward: 

 

1. Where exactly is our firm going strategically? 

2. How do we expect marketing to help achieve our strategic vision? 

3. What are the appropriate skills and roles required to achieve our strategy 

and expectations of marketing? 

4. What is the gap between our current team’s capacity and that level 

required to achieve our vision? 

5. How do we measure performance and keep the organization on track? 

 

The leadership, functional skills, strategies and tactics fall into place. With 
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clarity, you can begin to align performance metrics, assess current strengths 

and weaknesses and begin prioritizing the people, process and technology 

that you will need for your optimal marketing function. The final marketing 

function will be as specialized as your organizational structure, culture and 

budget will allow. 

 

That is how your firm can build the OPTIMAL marketing organization for 

YOUR firm’s needs. 

  

Be prudent. 

 

 

 

 

 

 

 

 

 

 

 

ADDITIONAL RESOURCES: 

HubSpot’s excellent piece, The Illustrated Guide to Organizational Structures 

Twenty Attributes of a World-class Solutions Marketing Organization from Corporate 

Executive Board (Requires membership for full access) 

McKinsey’s marketing blog  

https://blog.hubspot.com/marketing/illustrated-organizational-structures-guide
https://www.cebglobal.com/blogs/20-attributes-of-a-world-class-solutions-marketing-organization/
http://www.mckinsey.com/business-functions/marketing-and-sales/our-insights/marketing-organization-and-operations
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For more prudent thinking, visit 

www.prudentpedal.com.  

Prudent Pedal is a marketing consultancy that 

helps service firms accelerate profitable 

growth, maximize marketing ROI, and build a 

legacy.   

We support firms who are frustrated with their 

marketing efforts and want a more strategic 

approach to growth but don’t have the 

capability to deliver it. 

 

How we help 

• Strategy:  We help you identify and attack 

market opportunities that maximize growth. 

 

• Operations:  We help you create a more 

strategic and impactful marketing 

organization no matter your investment.  

 

• Execution:  We optimize your marketing 

investment by managing your marketing 

function. 

 

Our name says it all.  

Prudent defines our strategic, practical 

approach. Pedal illustrates the efficient growth 

structure we create to maximize marketing 

ROI. 

 

To learn what makes us different, read our 

Manifesto. 

 

 

 

http://www.prudentpedal.com/
https://www.prudentpedal.com/the-messy-manifesto/

