CMO Solution Guide:
Organizational Transparency &
Modern Marketing Readiness

Executive Summary

Senior-most marketers have long had diﬃculty knowing what exactly is going

It’s also made it necessary to keep not just the CMO informed about the

on within their organizations. Reliance on outside agencies for creative work,

department, but everyone within it, as well.

expansion into new markets and geographies, and diﬃculty measuring value
have historically made it hard for CMOs of global companies to achieve

Nimble, action-oriented marketing only happens when everyone has access to

visibility into the inner workings of their own departments. As a result, it’s

information.

been diﬃcult to either react quickly to critical information or to proactively
act on market intelligence.

Getting there means tying together three key elements: people, processes and
technology in a way that maintains open communication and transparency.

We’re in a new age now. Technology has made it possible to bring more work
in-house, communicate across time zones, and generate more granular ROI

The CMO Club, in partnership with Percolate, conducted research to find

calculations for diﬀerent campaigns.

CMO solutions that impact organizations along these three dimensions. Read
on to see what we uncovered.
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The Challenge
While there is no lack of information to act upon, CMOs often struggle to
access, sift through and eﬀectively leverage information across their
marketing teams and throughout the organization. A resolution is needed to
help marketing leaders navigate and leverage the right information, extract
actionable insights and prove (and improve) marketing’s viability and
business value.

“Marketing should be more than data-driven — it should
be insights-driven. More important than the data is
what it means — what is going well, what can be
improved. Sharing learning experiences is just as
important as knowing what actually did work."
— Michael Guillory, Worldwide Corporate Branding and Communications, Texas Instruments

Creating True Organizational Transparency: Maximizing Your
Information Flow

Marketing transparency goes beyond the marketing department. True
transparency can help marketers and organizational teams communicate
eﬀectively and be proactively aware of readily accessible information that
helps foster agility and align actions with the corporate strategy. The ideal
model is one where everyone is connected, informed, and interdependent.
While not everyone should know absolutely everything that’s happening
within each department, true marketing readiness means everyone should
have access to all the information relevant to their work and priorities on
demand. To catalyze organizational transparency, the first must-have is the
creation of an eﬀective information flow model.

“The problem is, a lot of the information in this arena
resides somewhere in a cloud, but it's not coming down
to earth. It's easy to feel too busy to actually share
knowledge."
— VP, Fortune 500 Consumer-Packaged Goods Company

Building the Ideal Information Flow Model Throughout Your

This approach is shown in the figure on the next page as the interdependent

Organization

model. In this model, everyone is connected, informed, and working together

Transparency starts with understanding how information can flow throughout

simultaneously. It appears less as a hub and more of a hive.

an organization. An informational flow model can describe how diﬀerent
people or teams are connected to each other. Yesterday’s models revolve around

How, then, can we go from a simple 2-dimensional diagram and look at real-

the hub and spoke approach, with information flowing to the chief marketer

world ways that CMOs can achieve this type of structure and subsequently,

who has a holistic, if static, picture of the state of his or her department. One

enabling level of transparency in their organization?

metaphor is an orchestra. In order to make music, all players need to see the
maestro’s command at the same time in order to work together to create a

To answer the question, let’s break it into three chunks: People, process, and

symphony. There’s no nimble or spontaneous action without the direction of

technology.

the maestro.
But in today’s always-on, digital world, marketing is more jazz. We may start
with one song in mind, but to stay in-sync we need to improvise in response to
our fellow performers and to our audience. The relevant information we need
to make those changes should be flowing to everyone with minimal central
guidance. Interdependence and simultaneous connection, coordination and
engagement, then, are the underpinnings of the ideal informational flow model.

“The diﬀerence from other organizations is, I don’t think
any one person actually ‘owns’ something...and that's
worked for us without compromising accountability.
It’s a team process. It's not about building things all by
yourself.”
— Suzanne Ginestro, CMO, Campbell Fresh

Information Flow Models:

Hub-and-Spoke Model

The Neural Network: An Interdependent Model

People
Fostering information-sharing culture

If there’s one overarching takeaway from speaking with CMO Club members
on the topic of transparency, it’s this:
Culture is the cornerstone of organizational transparency

“First, people need to speak the same language. And I
don’t mean linguistically. Rather, if you’re sharing
information globally, you need a common set of KPIs
and metrics.”
— Angela Tribelli, CMO, HarperCollins Publishing

Information will be hard to come by unless people see the value in sharing and
reporting on their work, expenditure, productivity, and concerns. What do
organizations do to foster a culture of openness and comfort around
information sharing? How do they incentivize it and how do they
communicate the importance of communication?
Decide what information to share

Make sure that the information that is being shared is standardized —

“We build a document at the beginning of the year —
Objectives, goals strategies, and measures — and they
cascade down from the peak of business goals all the
way to the individual. It continues to go down to a
tactical level.”
— Suzanne Ginestro, CMO, Campbell Fresh

everyone should understand what the crucial KPIs to be tracking are and why,

Global Marketing Goals

as well as the initiatives that will impact those performance measures. For
instance, Suzanne Ginestro, CMO of Campbell Fresh, ensures clarity by
asking marketers to create individual goals that cascade directly from
departmental strategy.

Region A Goals

Team A Goals

Personal KPIs

Region B Goals

Team B Goals

Personal KPIs

Region C Goals

Team C Goals

Personal KPIs

Open communication is key

Establish formal initiatives to encourage openness

How do you actively foster a culture of transparency, open communication and

Another way to demonstrate how the importance of transparency is by tying it

incorporating this into an organizations strategy? Angela Tribelli, CMO of

to formal incentives. David VanBrunt, VP of Marketing for the Companion

HarperCollins Publishing has this to say:

Animal Products division at Bayer Animal Health, told us:

“You need to make sure people understand, as they’re coming through the door,

“Our performance management system is one of the better systems I’ve seen to

that this is a collaborative environment and that sharing information is critical

encourage sharing and transparency. When conducting performance reviews,

to success. There are very few industries where hiding information within the

we look at both business results and behaviors. Behaviors are very important and

organization is beneficial. I gravitate to the businesses where being collaborative

can influence someone’s rating and pay. Having this approach helps build a

is precursor to success.”

culture that creates more transparency and gives a better way to talk about it.”

And Suzanne Ginestro, CMO of Campbell’s Fresh, valued that culture so

Strong Business Results

much that she put a pause on all operations to hold a meeting when she felt
that employee communication had chilled during an imminent reorganization:

Highest Compensation
and Employee Rating

“I had to pop the balloon and let some air out because the rumor mill was
distracting people from their work. That’s when I called an “all-team huddle” and
asked everyone tell me what’s on their minds and what’s keeping them up at
night so that I could put any unnecessary fears and anxiety to rest.”

Unvalued
Behavior

Valued
Behavior
Lowest Compensation
and Employee Rating

Poor Business Results

Process
Building the foundation for consistent
knowledge management

Making Knowledge Sharing Routine

Once marketers understand the importance of people across teams sharing
critical customer and market insights to the company’s success, they need
processes for doing it in a way that benefits their peers. Flexible
communication channels and routines must be in place for them to continue
sharing and using that information regularly, uniformly, consistently — and

“Dashboards are critically important at the marketing
level. They help to define success or failure. That in its
own right is a driver of conversations. Dashboards may
vary by group because they contain information
specific to the initiatives of that group and the metrics
that matter to them.”
— Michael Guillory, Worldwide Corporate
Branding and Communications, Texas Instruments

spontaneously, as the need arises. For many senior-most marketers, that
includes regular (either quarterly or monthly) meetings that bring the team
together for frank discussions about changes they’ve seen in the market.
But if you’re working with a global team or across departments, you may have
to take opportunities for ideas to spread when you can. Michael Guillory, head
of worldwide Corporate Communications and Branding at Texas Instruments,
explained how industry event CES is where marketing and business teams get
to see each other’s work in the past year, providing fodder for further ideation:
“CES is an example of the only time the entire year when all business units are in
one place at one time…when you are able to get that many diﬀerent teams in one
room, the ‘a-ha’ moments happen a lot.”

“We recently set up a group of senior commercial and
marketing leaders for the biggest eight markets in the
world to be a single, global voice of the markets and the
customer. We meet two times face-to-face and two
times on a conference call every year. Our objective is
to align on key strategies and initiatives for our area of
the business, and to represent that view to our global
senior leadership. Together, we've already help set new
priorities for R&D and Business Development.”
— David Van Brunt, CMO, Bayer
Healthcare - Companion Animal Products

Leveraging the Global Marketing Matrix

Matrixed Organizational Map

And in the age of matrixed reporting lines, organizational structure can work
to your advantage. One Fortune 500 consumer-packaged goods company is
structured so that global executives are positioned at the intersection of
diﬀerent regions to find synergies between diﬀerent regions. “We’ve created a
matrix that requires a fairly high-level of interdependency globally,” a VP at

NA President

Global Category
President

MENA President

the company told us. “We have global presidents over categories that reside in
various countries. They see opportunities in one region that another can help
fulfill and they try to get those folks together.”
He explained that global category presidents can mobilize brand leaders of

Shared Successes

diﬀerent regions within their categories, and that they are the peers of regional
business leaders. The structure has led to tangible benefits. “Some of our
brands have been able to ride waves of success based upon small wins in much
smaller countries.”

NA President

MENA President

Technology
The tools for modern
marketing readiness

Once marketers want to share information — and once they understand the

Centralization

processes to do so — technology can accelerate that diﬀusion of intelligence.

By providing a centralized platform for employees, agencies, and marketing

But the vast marketing technology landscape has increasingly led to the

technology, you will be able to collect data automatically on things like

infamous “Frankenstack”— a hodge-podge assemblage of tools and data

campaign results and ROI — and you also give employees a space to collaborate

islands that aren’t integrated and aren’t working in concert. In general, look for

and share ideas.

three things when evaluating your marketing tech stack.
“Analytics are critical. Almost everything we do in the marketing space has moved
The Essentials

from anecdotal to quantifiable. The trick is getting people to agree on which
metrics matter. The good news is that most marketers want to understand what’s

Marketing stacks grow when we don’t take the time to evaluate all the tools we

working, and want to be able to flaunt the results.”

already have at our disposal. Take stock of your marketing stack and cut out
the fluﬀ; don’t chase the bells and whistles.
“Technology is never perfect. So if it doesn’t work right…technological glitches

— Angela Tribelli, CMO, Harper-Collins Publishing
Roll-Out

happen and we become so dependent on it that they tend to really get in the way.”
Use a vendor that can customize tech to your workflows and perform high-value
— David Van Brunt, CMO, Bayer Healthcare - Companion Animal Products

training. They should be able to customize the software to your specific needs
and workflows, as well as provide training that ensures widespread adoption.
“I would say our major opportunity is in the area of technology. We have created
the culture in the environment, and we have the process in place. But the real
opportunity is a richer technology platform to push this.”
— VP, Fortune 500 Consumer-Packaged Goods Company

Conclusion

Keeping the momentum of a transparent organization, establishing both the
culture and formal initiatives by collaborating your people, establishing
processes and using the right mix of technology will assure continuing the
momentum you’ve established and will provide proven results in a positive way.
Join the conversation - tell us what you are doing to foster your organization’s
culture to be more transparent.
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