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INTRODUCTION

In 2008, the CMO Council set out to answer what we thought was a fairly simple question: 
How are you mapping routes to revenue? Financial markets were shifting as rumors of ponzi 
schemes and sub-prime mortgages were just beginning to swirl. What the CMO Council 
wanted to understand was how marketers, in the face of market volatility, were identifying 
opportunities to upsell, cross-sell, and boost and extend customer lifetime value in general.

In March, an email was deployed, inviting marketers to take part in the survey. That same 
day, news broke of the collapse and massive shutdown of Lehman Brothers, the world’s 
fourth-largest investment bank. Financial markets shifted from uncertain to massively volatile 
overnight. 

All the while, the CMO Council’s survey was in the field, gathering the panic that marketers 
were beginning to feel as budgets were being slashed and new questions were being asked 
of teams. In the resulting report, titled “Routes to Revenue,” the CMO Council captured a 
snapshot of the marketing mindset during one of the most volatile and dynamic moments at 
the dawn of the digital revolution. 

When asked whether organizations were able to realize the full revenue potential of their 
existing customers, only 15 percent of marketers said yes. Some 40 percent admitted 
that they didn’t have a clear picture of the customer and that they lacked the data and 
analytics needed to better understand customer expectations. At the time, this was hardly 
surprising. Multi-channel marketing was the hot buzzword as marketers struggled to connect 
communications across an increasing landscape of physical, mobile and digital touchpoints. 

Marketing teams and budgets were slashed, and the concept of “doing more with less” 
became a daily struggle that demanded new channels of engagement to rapidly fill the 
funnel and get sales moving again. More than 40 percent of marketers indicated that their 
path to an optimized bottom line included cutting headcount and budgets. When asked what 
strategies would be deployed to realize better results across all campaigns, touchpoints and 
experiences, 60 percent pointed to personalization and a call for more segmented, relevant 
communications.

Arguably, the recession marked the early days of chief marketing officers setting out on the 
path of being the chief revenue driver by serving as chief experience orchestrator. “Routes 
to Revenue” served as a documentation of that shift…but did that spark turn into a fire? Did 
the momentum of transformation distract marketers from the opportunities beyond the 
blind push for acquisition? With the adoption of so many digital engagement channels, were 
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marketing leaders taking the opportunity to get the most out of each digital interaction? 
Were we working smarter with data, or just harder with digital?

To investigate these questions and more, the CMO Council, in partnership with Sendwithus, 
conducted an online audit of where and how marketers are partnering across the enterprise 
in order to identify those moments of opportunity to maximize the impact of engagements 
and communications with the most valuable asset that the organization has: customers. 
What we learned is that, despite the massive transformation that engagement systems 
have undergone in the past 10 years, marketers still struggle to optimize opportunities with 
existing customers. And while the concept of personalization and data-driven engagement is 
nothing new, it is critical to realizing more profitable engagements.

The findings that follow outline a series of opportunities to deepen relationships and 
profitability, but marketers will be required to more readily collaborate with teams that too 
often operate in isolation from one another. Thanks to the feedback of 179 senior marketing 
leaders who took part in the survey—43 percent of whom represent organizations with 
revenues in excess of $500 million per year—we see that gaining real traction with customers 
will demand a review of every communication, every touch and every opportunity to prove 
how well brands understand and value their customers. 
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While revenue may be the ultimate bottom line for organizations, marketers are struggling 
to maximize revenue opportunities through more profitable relationships with customers. 
Focused on initiatives and engagements that will drive top-of-funnel growth and bolster new 
customer acquisition, senior marketing leaders are missing opportunities to deepen loyalty.

Three out of four marketers admit that they are failing to realize the full revenue potential 
of their existing customer base, with an additional 10 percent simply not knowing if there is 
greater opportunity to be seized. 

Not only are they struggling to optimize revenue, but 20 percent of respondents also admit 
that they are struggling or failing to develop and deepen profitable relationships with their 
customers through individual digital communications. The majority of respondents (47 
percent) are just doing an “okay” job, getting better in some channels but admitting that 
there is still room to improve communications. 

The overwhelming majority—94 percent—say that it is actually these communications that 
are so important to realizing their customer experience goals. In fact, 54 percent say that 
individualized, one-to-one engagements are critical to strengthening profitable relationships 
with individual customers. But to accelerate traction of communications across these critical 
touchpoints, marketers must set out to intentionally engage with context and relevance, 

KEY FINDINGS

Are you realizing the full revenue potential of your existing customers?

13%    

Yes

77%    

No

10% 

Don’t know

2018
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moving away from communications that disrupt and instead crafting communications that 
add value.

1. START WITH ONE-TO-ONE ENGAGEMENTS

In order to realize greater revenue and profitability from existing customers, marketers plan 
to deliver more personalized and relevant communications. 

• 64 percent will personalize communications across all touchpoints

• 64 percent will find new ways to upsell and cross-sell to existing customers.

As marketers continue to match communications and engagements with opportunities 
to upsell, cross-sell and drive loyalty, there are key opportunities that some leading-edge 
marketers are looking to exploit. Marketers plan to continuously test and improve individual 
communications, creating moments that better resonate and specifically seek to activate 
engagements. More specifically, 26 percent plan to better leverage opt-in communications 
that are requested by customers.

What strategies are you leveraging to realize greater revenue  
and profitability from your existing customers?

64%

41%

22%

64%

22%

28%

2%

26%

Delivering more personalized and relevant 
customer communications across all points 
of interaction

Better leveraging opt-in, requested 
communications from customers

Continuously testing and improving 
individual communications to better 
resonate and activate engagement

More effectively reactivating dormant 
accounts

Finding new ways to upsell and cross-sell 
to existing customers

Modifying product configurations and 
service offerings to improve margins

Creating alternative or derivative products 
based on customer insight and intelligence

Other

Strategies for Revenue Growth
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The lesson learned: Acquisition strategies would traditionally point marketers in the 
direction of leveraging personalization to better target and try to reach fresh audiences 
and new opportunities. But the same individualization—and the same commitment to data-
driven engagement—must be applied to reach and engage existing customers. Despite 
advancements in digital engagement delivery, the reality of business remains steadfast: It 
costs more to attract a new customer than to retain an existing one.

2. ENGAGING WHERE CUSTOMERS VALUE ENGAGEMENT

One such opt-in communication is the transactional email, or an email triggered by a user’s 
action, such as a purchase confirmation or receipt. When asked how effectively marketers 
were leveraging transactional emails to deliver new opportunities to engage, recommend 
next best actions or otherwise deepen the customer relationship, 36 percent said that they 
believe these triggered emails represented an opportunity to reinforce the relationship with 
the customer.

But an almost equal number of brand leaders admitted that while these touchpoints were 
actively being deployed, they represented a missed opportunity. In fact, 30 percent of 
marketers were not leveraging these opt-in communications for marketing messages, and 12 
percent admit that the reason these communications were not being leveraged was because 
teams were struggling to align.

How effectively are you leveraging transactional emails?

Transactional 
emails are 
developed 
outside of 

marketing with 
little opportunity 

to collaborate

Struggling to 
connect and 

align with teams 
deploying 

transactional emails

We deploy 
transactional emails 

to affirm choices, 
not to further 
relationships

We believe 
transactional 
emails are an 
opportunity 
to reinforce 

relationships

36%
30%

22%
12%

Effective Use of Transactional Email
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The lesson learned: In an Experian study, transactional emails were found to have eight 
times more opens than any other type of email and generated six times more revenue. 
Simply put, customers don’t just expect these engagements—they value them. But beyond 
this, transactional emails could offer a path to finally break down the barriers and silos 
that prevent data and engagements from being connected and holistic. Marketers will 
need to collaborate with the teams at the helm of deploying these communications while 
simultaneously leveraging a valued communication to deliver deeper value, all in the name of 
driving revenue.

3. PARTNER TO PERFORM

Consumers don’t demand that all communications be identical to one another. They are 
not looking for a homogenous experience. They are, however, looking for brands to be 
consistent and steady in their cadence and content. However, marketers describe a scenario 
of segmented and fragmented teams, each creating and deploying communications to 
customers with little (if any) collaboration across teams. 

But consider what is at stake: According to the DMA, more than 75 percent of email revenue 
is generated by triggered campaigns rather than traditional marketing campaigns. Can 
organizations afford to deliver fragmented customer experiences because they don’t control 
the communication?

When asked to identify the stakeholders in the development and deployment of transactional 
emails, the most important groups were line-of-business leadership (69 percent), product 
teams (58 percent), service and support (47 percent) channel teams and partners (47 
percent), and internal creative teams (45 percent).

But for these teams, meetings to align on strategy prove to be the most convenient path 
to collaboration. As 29 percent of marketers are spending time meeting with critical 
stakeholders to align on campaigns and timelines, 26 percent are empowering team leaders 
to collect input and feedback from stakeholders as campaigns are deployed.

However, as organizations look to connect and engage in the real-time, connected world of 
the customer, only 13 percent have connected and aligned systems that are purpose-built to 
foster and facilitate collaboration and connection among the teams across the organization 
who are deploying these critical communications. 
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The lesson learned: While connection via meetings and leadership alignment are positive 
steps to successfully deploying a profitable, connected experience across all touchpoints, 
leading-edge brands are those that make the intentional step to not just strategize together, 
but also iterate and enhance together. This connection allows the critical teams involved 
in the development and monitoring of transactional emails to leverage the opportunity 
to aid customers in the next step of their journey, whether it is access to highly relevant 
recommendations or messaging that reinforces a brand’s commitment to deepening the 
relationship.

4. DIVE IN TO DIFFERENT DATA

Once collaboration and connection have been established between the teams at the front 
line of value delivery and experience enhancement, the data that can power more relevant 
and contextual conversations and enable segmentation to an audience of one must also be 
unleashed and leveraged. In the current state of connection and engagement, marketers 
are focused on segmenting audiences using the broadest data sets, including geographic or 
behavioral models. 

CURRENT STATE OF COMMUNICATION COLLABORATION

Meetings to align on strategies and 
timelines29%

Led by team leaders who collect input 
and feedback as campaigns run26%

Collaboration is ad hoc and not 
formalized18%

Teams have their own tools to create but 
adhere to marketing’s communication 
guidelines

11%

Centralized collaboration platform 
allows for creation, iteration and 
enhancement

13%

Teams operate in silos, with no 
connection between product, comms 
and marketing teams

3%
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More specifically, when asked how marketers were segmenting customers, 63 percent were 
leveraging customer personas based on propensity to purchase; 61 percent considered 
behavioral details, including past engagement patterns, loyalty and sensitivity to 
communications; and 54 percent segmented by broad locational details like ZIP code, city 
and state. 

However, despite marketers admitting that they have access to unstructured data like 
social media data, relatively few (35 percent) were utilizing psychographic data to develop 
segmentation strategies, unable to tap into lifestyle, activity and interest details. Even fewer 
were leveraging data that could be gathered from within the organization, including insights 
around channels of choice for the customer (32 percent).

In order to improve personalization, marketers are tapping into traditional data resources like 
CRM (80 percent), web engagement (60 percent), and social media (57 percent). Some 58 
percent are leveraging service and support data, but far fewer are tapping into transactional 
or finance intelligence (29 percent) to aid and enhance personalized experiences.

SEGMENTATION FACTORS

Benefit drivers30%

Psychographic data35%

Demographic data44%

Transactional requests51%

Geographic data54%

Behavioral data61%

Propensity to purchase63%
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The lesson learned: As marketers continue to leverage standard pools of CRM, demographic 
and campaign response data as a means to individualize engagements, there is a missed 
opportunity to dive deeper to identify the drivers to continue, accelerate or even shape the 
customer’s journey. As collaboration across product, marketing and communications teams 
is formalized and as platforms are deployed to enable connected creation, teams must also 
start to share intelligence that can reshape the message being delivered. From insights about 
product value to critical content to enhance the ownership experience, each touchpoint and 
communication is an opportunity to demonstrate a deeper understanding of the customer.

5. LOOK BEYOND MARKETING TO REALIZE GOALS

Customers have triggered communications, whether through intentional sign-ups, opt-ins, 
requests for information or even by making a purchase. These transactional communications 
can be profitable when leveraged correctly as they are highly valued by the customer. It is 
not simply an email being deployed; it is a touchpoint on that customer’s journey—one that 
seems to be largely overlooked as a means to reaching engagement strategy goals.

When asked where marketers are looking to make the greatest impact for the business 
specific to experience and engagement, only 9 percent of respondents indicated that 
they would look to scale back traditional campaigns to focus more on transactional 
communications while only 15 percent intended to eliminate communications not valued by 
customers. Marketers are also not looking to review budgets to right-size investments and 
prioritize high-impact investment.

But ironically, while marketers are not planning to look at maximizing the impact and 
engagement of communications that are highly valued by existing customers, 66 percent 
indicate that their chief focus for driving impact will be to optimize customer retention and 
loyalty while 56 percent will look to boost upsell and cross-sell engagements and revenue. 

In reality, marketers continue to look to optimize and reshape their own marketing 
communications and campaigns as a means to realize these revenue-centric goals when 
there is a ripe opportunity to drive loyalty, engagement and revenue just outside of 
marketing’s self-imposed silo.
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The lesson learned: Marketing has the opportunity to work smarter as opposed to working 
harder. Rather than identifying new campaigns, new communications and new avenues of 
engagement, organizations must leverage channels and engagements that are most valued 
by customers. But in doing so, marketing teams—in partnership with product, finance, 
commerce and operational units—have an even greater responsibility to think strategically 
about the content of the messages that are added to transactional communications. 
Customers will not excuse irrelevance just because they opted in for a communication. In 
fact, the expectation for relevance will be even greater, necessitating that intelligence be 
drawn from sources outside of marketing’s direct control or ownership.

Where are you looking to make the greatest impact for the business?

66%

34%

22%

56%

25%

32%

17%

28%

15%

9%

Optimize customer retention and loyalty

Better tie points of engagement 
execution to bottom-line improvements

Improve operational efficiencies

Take a hard look at budgeting to right-
size investments into high-impact 
engagements

Boost upsell and cross-sell engagements 
and revenue

Reassess technologies to develop a best-
of-breed marketing stack

Implement controls across touchpoints to 
ensure consistency of experiences

Streamline operations across creative 
iterations and content

Eliminating some engagements that are 
not valued or requested by the customer

Scaling back specific marketing/brand 
campaigns to focus on transactional 
communications

4% Other
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As CMOs continue down the path of serving as the chief growth driver for their organizations, 
success will be measured by sales and profitability. In the end, the measure of success will 
be where and how marketers can better realize the full revenue potential of their existing 
customers. 

Today, 13 percent of marketers feel they are fully exploiting the opportunity, so the question 
becomes: What are these leaders doing that helps them reach their improved revenue goals?

• 75 percent are doing a good to exceptional job of deepening profitable relationships 
through digital communications (compared to 32 percent of all respondents).

• While 36 percent of all respondents saw transactional communications as an opportunity 
to deliver highly relevant recommendations and paths to future engagements, 74 percent 
of engagement leaders are leveraging these communications.

• While these leaders are delivering more individualized communications and identifying 
new opportunities to upsell and cross-sell, they are also more likely to actively leverage 
communications that customers have triggered.

• Many have turned away from collaboration by meeting. Instead, nearly one-third of these 
leaders are leveraging collaboration platforms that empower critical engagement teams 
outside of marketing to create and iterate with marketing in a centralized location.

Marketers are rightly focused on how to further drive and potentially accelerate the revenue 
opportunity held in activating repeat, loyal customers. The need to bolster upsell and cross-
sell opportunities stems from the awareness that acquisition strategies and campaigns will 
only yield a finite measure of growth. But these best-practice leaders have identified an 
immediate opportunity for all marketing leaders: Leverage what existing customers value to 
drive even greater value for the business.

CONCLUSION
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Q1 - Which title most closely describes your current position?

21% Chief Marketing Officer

6% VP of Marketing

7% SVP/EVP of Marketing

3% VP of Customer Experience

10% Head of Marketing

1% VP of Marketing Operations

5% VP of Marketing and Sales

18% Director of Marketing

2% VP of Corporate/Marketing 
Communications

3% Director of Corporate/Marketing 
Communications

23% Other

DEMOGRAPHICS
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Q2 - To whom do you report?

17% Other

2% Chief Sales Executive

13% Division Chief or Business Group Head

10% Regional Vice President/GM

12% CMO

5% COO

8% President

34% CEO
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Q3 - In which region are you and your marketing team located?

59% North America

14% Asia-Pacific

12% Europe

7% Africa

4%

3%

South America

Middle East
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Q4 - In which regions does your company operate? (Select all that apply.)

77% North America

56% Europe

53% Asia-Pacific

40% Africa

39%

38%

South America

Middle East
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Q5 - How large is your global marketing staff/team?

30%

12%

14%

27%

3%

8%

6%

Less than 10

100–200

30–50

More than 300

10–30

200–300

50–100
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Q6 - How large is your company by revenue (USD)?

27%

9%

16%

9%

5%

12%

18%

4%

Less than $50 million

$501 million to $750 million

$101 million to $250 million

$1.1 billion to $5 billion

$51 millions to $100 million

$751 million to $1 billion

$251 million to $500 million

Greater than $5 billion
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Q7 - What best describes your company’s industry sector?

14%

6%

8%

5%

3%

2%

4%

3%

1%

1%

12%

5%

3%

2%

7%

4%

3%

2%

1%

3%

2%

1%

1%

Information technology

Electronics and miscellaneous 
technology

Telecommunications

Manufacturing

Wholesale/distribution

Pharmaceuticals

Retail

Insurance

Government

Automotive

Professional services

Media and publishing

Travel and hospitality

Energy

Financial services

Education

Transportation

Life sciences and Healthcare

Chemicals

Food and beverages

Entertainment

Packaged goods

Construction

8% Other
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Q8- How would you describe your company’s market focus?

43%
B2B

43%
Hybrid

14%
B2C
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EXPERT PERSPECTIVE

At Sendwithus, we see our customers struggle with the very issues highlighted by the results 
of this research—cumbersome, complex processes that hinder collaboration between cross-
functional teams, crippling their ability to fully maximize the potential of transactional email 
to improve the customer experience and contribute to growth. Addressing these issues is at 
the core of our business.

Not surprisingly, over half of survey respondents believe that individualized, one-to-one 
engagements are critical to strengthening profitable relationships with individual customers. 
But 67 percent say they are failing, struggling or doing just okay when it comes to using 
digital communications to deepen profitable relationships with current customers.

THE DISCONNECT BETWEEN WHAT WE KNOW AND WHAT WE DO

It’s a common theme—the disconnect between knowing what’s required to build profitable 
customer relationships and actually doing it well. 

That disconnect happens, at least in part, because of the fact that digital marketing is a 
relatively young phenomenon. By focusing marketing efforts at the top of the funnel—
awareness, acquisition and activation—we’ve basically been perpetuating the status quo by 
creating digital versions of print or TV ads and email versions of circulars and flyers. 

And we’ve become quite good at it. But while that’s great for winning new customers, it does 
little to help turn them into champions, sometimes even alienating loyal customers by failing 
to recognize them as such. 

And as this research reveals, a full 77 percent are not realizing the full potential of existing 
customers in spite of the fact that they believe the two most important engagement 
strategies, those that they believe will make the greatest impact, are optimizing customer 
retention and loyalty and boosting upsell and cross-sell engagements and revenue.

In order to realize that potential, marketers need to expand their focus to include the entire 
funnel, stop seeing it as a line with activation/conversion as the end point, and start seeing 

MATT HARRIS 
Co-founder and CEO 
Sendwithus
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it as a circular journey where retention, referral and repurchase are just as important as 
acquisition and activation. The biggest missed opportunity for addressing the often-ignored 
parts of that circle is the optimization of transactional email.

Transactional emails have open and click-through rates that marketing emails can only 
dream of. These are emails that your customers don’t just expect; they’re emails they want. 
This makes them prime real estate, not only for cross-sell and upsell opportunities, but also 
for soliciting reviews or referrals or even for simply reinforcing your brand experience and 
furthering the customer relationship. 

Yet only 36 percent of respondents feel they’re effectively leveraging transactional emails to 
deepen the customer relationship. Helping to change that is what Sendwithus is all about.

COLLABORATION IS KEY

A key component of making that change is improving collaboration between the cross-
functional teams responsible for transactional email, including stakeholders from marketing, 
product, IT and engineering. Most respondents (73 percent) still collaborate via meetings, 
through input/feedback collected by team leads, or by some other ad hoc method. And 3 
percent say their teams operate in silos with little or no collaboration. 

It simply can’t be a coincidence that 76 percent of respondents are using highly inefficient 
methods of collaboration and 77 percent are not realizing the full potential of existing 
customers. 

While 25 percent of respondents do say they’re using collaboration tools, only a little more 
than half of those (13 percent) are using a centralized platform to facilitate collaboration 
across multiple teams. 

To leverage the potential of transactional emails to deepen relationships with existing 
customers, we believe it should be as easy to test and iterate on their content as it is 
for traditional marketing messages. Establishing and maintaining a consistent customer 
experience that includes these important communications should be just as easy. Yet with 
transactional email often buried deep within the code base, and with stakeholders spread 
across multiple teams using cumbersome collaboration processes, even the simplest change 
can take weeks to implement. 

The solution is to move transactional email out of the code base and into a centralized 
platform where content can be optimized without involving developers and with collaborative 
approval and publishing workflows built-in. At Sendwithus, our goal is to help organizations 
implement just such a solution.
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The Chief Marketing Officer (CMO) Council is dedicated to high-level knowledge exchange, 
thought leadership and personal relationship building among senior corporate marketing 
leaders and brand decision-makers across a wide-range of global industries. The CMO 
Council’s 15,000+ members control more than $500 billion in aggregated annual marketing 
expenditures and run complex, distributed marketing and sales operations worldwide. In 
total, the CMO Council and its strategic interest communities include over 65,000 global 
marketing and sales executives in over 110 countries covering multiple industries, segments 
and markets. Regional chapters and advisory boards are active in the Americas, Europe, Asia 
Pacific, Middle East and Africa. The Council’s strategic interest groups include the Customer 
Experience Board, Digital Marketing Performance Center, Brand Inspiration Center, Marketing 
Supply Chain Institute, GeoBranding Center, and the Coalition to Leverage and Optimize 
Sales Effectiveness (CLOSE). 

Sendwithus has been helping leading brands, including Microsoft, Autodesk, and Zillow 
craft exceptional communications experiences since 2013. Dyspatch by Sendwithus is a 
cloud-based, communications management platform that allows Enterprise organizations 
to centralize email security, compliance, and reputation management while streamlining 
collaborative creation, revision, and approval workflows. The GDPR-compliant solution 
empowers teams to deliver powerful, global communications that engage customers, drive 
growth, and increase revenue.

To learn more about Sendwithus, visit www.sendwithus.com.

To learn more about Dyspatch by Sendwithus, visit www.dyspatch.io.

To join the Sendwithus team, visit www.sendwithus.com/careers.

ABOUT THE CMO COUNCIL

ABOUT SENDWITHUS
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PARTNERS AND AFFILIATES

ABOUT CISION

Cision Ltd. (NYSE: CISN) is a leading global provider of earned media software and services 
to public relations and marketing communications professionals. Cision’s software allows 
users to identify key influencers, craft and distribute strategic content, and measure 
meaningful impact. Cision has more than 3,000 employees, with offices in 15 countries 
throughout the Americas, EMEA and APAC. For more information about its award-winning 
products and services, including the Cision® Communications Cloud®, visit www.cision.com 
and follow Cision on Twitter @Cision.

ABOUT QUALTRICS

Qualtrics is a leading global provider of enterprise data collection and analysis products 
for market research, voice of customer, employee performance, and academic research. 
Through an intuitive, easy-to-use interface and award-winning services and support, Qualtrics 
products enable both professional and DIY researchers to conduct quantitative research at a 
lower cost and in less time than competing alternatives. Founded in 2002, Qualtrics has more 
than 5,000 clients worldwide, including half of the Fortune 100, more than 1,300 colleges 
and universities, and 95 of the top 100 business schools. For more information and a free trial, 
visit www.qualtrics.com.


