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Dear Executive: 

This book marks a new event in our series of Benchmark Reports. It was born out of a conversation 

with major marketing leaders around the world. During this conversation, I discovered that many 

leaders in different industries wrestled with the problem of building an ideal marketing team.  

It is difficult to find effective marketers. It is difficult to hire them. It is difficult to develop them. And, it 

is hard to retain them. So how do we, as senior marketing leaders, overcome these formidable 

challenges? This question defines the 2012 Executive Guide to Marketing Personnel. 

In this study, we interacted with more than 1,600 organizations, we singled out their top performers, 

we benchmarked their key attributes, and we asked penetrating questions about their motivations and 

aspirations. This dialog has led us to fascinating insights, and has helped to answer some of our most 

pressing questions: 

 How do marketing departments incentivize for performance? 

 Do assessments address the core competencies necessary for the marketer’s role? 

 What are the key attributes that lead to a successful performance? 

 How do marketing leaders make sure the right person is in the right position? 

 How do marketing leaders identify and manage intangibles such as character? 

 How do marketing leaders rank their department’s competency level? 

 How do marketing departments implement a long-term employee development program? 

In addition to more than 65 questions like the ones above, we “drilled down” on specific roles within 

the marketing department. We identified essential attributes and average compensation levels for key 

positions such as: 

 Marketing Executives and managers 

 Branding Specialists 

 Analytics/Research Specialists 

 Content Specialists 

 Website Specialist 

 Search Specialists 

 Email Specialists 

 Direct Mail Specialists 

 Social Media Specialists 

This process was guided by our lead author, Dr. Chuck Coker. Dr. Coker has taught on four continents 

and lectured at universities like Auburn, Harvard, and Moscow State. He has developed more than 50 

training programs, and has written more than 35 books and manuals in the field of human capital. In 

addition to attaining the designation of Senior Professional Human Resources he holds two doctorates 

and more than 30 years’ experience, Dr. Coker is considered one of the world’s leading experts in 

maximizing employee performance. 
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In 2006, I hired Dr. Coker to lead the Human Capital development group within MECLABS, the parent 

company of MarketingSherpa. It was a fortuitous moment. With Chuck’s help, we now compile more 

than 100 pages of assessment data for every new hire in our organization. He has helped us develop a 

highly scalable, carefully benchmarked, people-first research institution. His work has been invaluable. 

Dr. Coker is unique in that his academic rigor is so grounded in practical real-life experience. He is the 

father of nine children (surely he has learned something about building a team). He is a former U.S. 

Marine Corps Officer and pilot, 9
th

 degree Black Belt as well as past chair of the President’s Council of 

the National Speaker’s Association. 

I have learned a lot from Chuck, and it is without reservation that I can recommend his work. With 

more than 30 years of research and teaching, and with the help of the MECLABS Research and Sciences 

teams, he has compiled the most comprehensive research report in the field. I trust you’ll find the data 

relevant, rigorous, and especially actionable. 

 

 

Dr. Flint McGlaughlin 

Managing Director 

MECLABS 
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EXECUTIVE SUMMARY  

Today, the average tenure of a CMO is 28 months. Likewise, the average marketing practitioner stays in 

his/her position for a mere 20 months. These statistics naturally evoke questions about why most 

marketers don’t maintain their jobs longer, making us wonder if there is anything that can be done to 

remedy the problem, or if turnover is just one symptom of deeper, underlying issues.  

Within the pages of the 2012 Executive Guide to Marketing Personnel we 

examine the substance of these challenges as we take on the primary issue 

facing marketing departments today – the human factor.  

In this groundbreaking report, we have culled the insights from more than 

1,600 marketers to formulate the most extensive study in the industry. 

You can use this original research to benchmark your organization’s 

practices against peers and competitors, and learn top tactics and 

strategies to optimize your department’s performance. 

Through our analysis of the 2012 Marketing Personnel Benchmark Study 

results, common themes became apparent, as marketing leaders continue 

to look for new approaches and skill sets that result in performance 

excellence.  

However, the underlying theme for success always seems to come down to one common denominator – 

people. As you review our study participants’ responses, we will share their collective knowledge to help 

you address key people issues and ensure you find answers to these challenges: 

 Most companies have substituted general guidelines and/or processes for active personnel 

strategies. Yet, it is the strategy for success that motivates people to excellence. 

 The most significant challenge to today’s marketers is wearing multiple hats, under intense 

deadlines, without the benefit of a secure developmental path. 

 Most companies believe in, and utilize assessments, yet do not use them to fully impact their 

largest long-term investment – people. 

 Larger companies have more thorough processes and procedures than medium- and small-sized 

companies, yet they also have the highest rates of turnover.  

 The largest incentives provided to marketers are based on company performance rather than 

individual efforts.  

The 2012 Executive Guide to Marketing Personnel will address each of these issues with answers and 

direction, based on marketer responses in each of the four stages of employee tenure: hiring, 

management, development and retention.  

Benchmark Report  
MarketingSherpa 
Benchmark Reports provide 
marketing executives and 
practitioners the 
comprehensive research 
data and insights needed to 
compare an organization’s 
practices and performance 
against industry 
benchmarks, and guide 
strategic decisions and 
tactical planning. 
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KEY INSIGHT #1: PEOPLE ISSUES DOMINATE MARKETING DEPARTMENT CHALLENGES 

While the primary challenge faced by our surveyed organizations is 

“lack of funding,” it’s difficult to ignore that six of the eight most 

prominent issues facing marketing departments today are personnel 

concerns.  

When people are the greatest deterrent to organizational success, 

management must discuss and pinpoint areas in need of improvement. 

Often, the issues do not lie in policies or procedures, but rather in the 

way marketers are approached, utilized, and/or managed. 

People are the single-most important element that impacts the success or failure of every marketing 

organization. You must have competent marketers with an excellent work ethic, willing to function within a 

diverse group of individuals, while knowing they have a clear path for growth within the company walls.  

As you consider the findings below ask yourself how often you have observed any of the following 

challenges. 

CHART: WHAT CHALLENGES UNDERMINE YOUR MARKETING DEPARTMENT’S POTENTIAL? 

 

  

74% 

74% 

74% 

73% 

66% 

52% 

54% 

50% 

74% 

83% 

73% 

70% 

59% 

51% 

42% 

36% 

78% 

68% 

71% 

49% 

50% 

40% 

32% 

26% 

Either a lack of funding or  resources
inhibit our growth and development

There is not a structured career or
developmental path for employees.

There is a scarcity of skilled individuals

There is at least one wrong person in a
critical position

We are using "dated" or ineffective
technology.

Management is autocratic, uses poor
skills, not encouraging or has poor ethics.

Our department lacks synergy, a strong
work ethic and positive environment

There is regular turnover in our
department.

Large (1000+)
Medium (100 - 1000)
Small (<100)

Source: ©2011 MarketingSherpa Personnel Benchmark Survey  
Methodology: Fielded November 2011, N=1,646 

“When all is said and done, 

you must have competent 

marketers with an excellent 

work ethic, willing to function 

within a diverse group of 

individuals that know they 

have a future if they perform.” 
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Six of the eight categories identified by our respondents indicate that 

personnel issues take precedence to other issues within their marketing 

department. The primary issue is : three out of four marketers are not 

receiving the training and development they need for competence and 

success.  

Yet, the second key personnel issue lies in the scarcity of skilled, 

competent marketers. Marketing departments want skilled people but are 

not willing to invest in their current employee base to provide the 

necessary skills to reach the next appropriate career level.  

Following closely behind the lack of skilled marketers, we see there are 

people in positions inappropriate for their abilities and skill sets – likely 

due to poor management. Additionally, almost half our respondents said that their department lacks 

synergy and the strong work ethic necessary to produce positive results on a regular basis. 

Could the top challenge meeting our surveyed organizations (lack of funding) be caused by – or due to – the 

ineffectiveness of the people that staff those marketing departments? 

The overwhelming majority of respondents said companies were simply unwilling to personally invest in 

them. There does not appear to be a commitment from companies to build their employees’ knowledge 

and skills base, damaging the foundation for future growth and success.  

This lack of organizational commitment likely has an impact on employee retention, as well. Is this refusal 

to invest in employee growth related to the short average tenure (20 months) of marketers? Or, are 

marketers leaving because their companies are unwilling to invest in improving their skill sets?  

CMOs and marketing managers ultimately hold these answers in the way they develop their people. Later in 

this report, we illustrate how you can achieve success without additional funding. 

Survey participants indicated larger organizations have both longer-tenured employees, and more structure 

and developmental opportunities, but are also facing similar turnover problems. Perhaps these companies 

did not establish an environment that values employees throughout all stages of their tenure. 

Even if marketers feel this way, it may be too time-consuming and expensive to reestablish a better culture, 

especially when ROI and bottom line results remain at the forefront of management concerns. If this culture 

exists, new employees may not get an initial sense of opportunity. However, there are ways to achieve this, 

which we will discuss after first developing a foundation.  

Our nation’s struggling economy continues to affect marketing departments, as seen in our respondents’ 

top challenge – there simply isn’t enough funding to achieve the goals marketers want to accomplish. This 

lack of funds could be related to dated technology (respondents’ #5 concern). This is unlikely since the 

average marketer has been working with minimal resources for years, and continues to be spread thin.  

Let’s review the data in order to identify the key elements of our findings. 

  

Data Points 

74% of marketers 

don’t see “What’s in it 

for me.” 

61% say the right 

people aren’t in the 

right position 

51% management is 

poor in one way or 

another 
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KEY INSIGHT #2: MOST ORGANIZATIONS LACK PEOPLE STRATEGIES 

The challenges faced by CMOs and marketing managers originate with the staffing process. While many 

respondents indicated they had a formal process to follow, the process largely consisted of traditional or 

behavior-based interviews. According to historical studies, this is only 14% effective.  

The majority of respondents indicated they employed informal processes, or even none at all. We must 

assume a vast majority of screening and developmental approaches do not adequately position individuals. 

CHART: DOES YOUR COMPANY HAVE A STRATEGY FOR ACQUIRING AND KEEPING GOOD MARKETERS? 

 

Time has shown that marketers hire, and try to develop, employees who are 

similar to themselves. When it comes to finding a replacement this approach 

works well.  

However, when trying to find someone to accomplish new or different tasks, this 

approach presents a problem.  

If a repeatable process is not in place, interviews and developmental 

approaches will always be subjective. The process for filling each position must 

be very specific, with guidelines anyone can follow. Only then will others 

involved in your company’s human capital processes be able to provide similar feedback when considering, 

hiring, managing and developing the same individual. 

We have a formal 
process with 

thorough 
guidelines we 

routinely perform 
42% 

We have an 
informal process 

with a few 
guidelines we 
sporadically 

perform 
29% 

There is not a 
specific process or 

guidelines 
24% 

Not applicable or 
don't know 

5% 

Source: ©2011 MarketingSherpa Personnel Benchmark Survey  
Methodology: Fielded November 2011, N=1,646 

“A lack of strategy has 
resulted in turnover, 
depression and tons of 
lost business.” 

             - Marketer insight 
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KEY INSIGHT #3: MARKETERS WEAR MULTIPLE HATS BUT HAVE FEW GUIDELINES 

As we all know, marketers must wear many hats, provide expertise in multiple areas, cater to many whims, 

and deliver answers to questions no one else can answer. We also know that marketers rarely perform the 

same duties each day.  

Finally, we know that marketers will either be praised or blamed for the overall well-being of the 

organization’s position in the marketplace. In short, there is a lot riding on the marketing team, and its 

ability to produce results in a highly aggressive marketplace. 

CHART: WHICH TASKS ARE PART OF YOUR RESPONSIBILITIES? 

 

Survey participants indicated, regardless of organizational size, that they 

handled multiple tasks. The fewest differing responsibilities were held by 

executive managers in large companies.  

However, in most cases our respondents were tasked with three to five 

very different competencies – each requiring a very different skill set.  

When individuals are tasked in so many different directions, they will excel in some and fail in others. 

This can have a huge impact on tactical effectiveness in one or more channels and the overall efficiency of 

the marketing program. When an organization is desperate to improve results, it becomes evident that 

tactics must change. 

  

67% 

58% 

39% 

55% 

53% 

46% 

38% 

40% 

21% 

78% 

67% 

54% 

65% 

63% 

56% 

47% 

50% 

27% 

77% 

78% 

68% 

67% 

64% 

61% 

58% 

53% 

47% 

Email Marketing

Website

Social media

Content Marketing

Analytics/Research

Branding

Search (SEO/PPC)

Direct Mail/Print

Executive Management
Lg (1,000+)

Med (100-1,000)

Source: ©2011 MarketingSherpa Personnel Benchmark Survey  
Methodology: Fielded November 2011, N=1,646 

“We have far too many people 
doing too many jobs.” 

- Marketer insight 
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I KNOW I AM SUPPOSED TO BE DOING SOMETHING, I’M JUST NOT SURE ABOUT THE PRIORITY… 

After a marketer has been delegated with three to five tasks (based on respondent averages), the first 

question likely is: “What’s most important?” The answer is usually dependent on the deadlines of someone 

who may not know the extent of their workload or pending projects. 

A new marketer, joining a team for the first time, may have been assessed and screened to ensure 

competence. However, no marketer, regardless of skill set, can perform without clear guidelines and 

direction. As you consider the chart below please notice that less than one in four new marketers know 

the specifics of what their jobs entail, or what their performance-based reward(s) will be. 

CHART: HOW WELL ARE YOUR RESPONSIBILITIES AND DIRECTION DEFINED? 

 

 

Most marketers want to do a good job and establish credibility early in their employment. The more 

general and broad ranging areas of responsibilities a marketer has, the greater the chance these 

responsibilities will inhibit their early successes.  

Companies of all sizes can hamper a marketer’s ability to achieve early successes when they do not provide 

clear direction and focus. Mastering one task establishes success patterns and allows a person to build on a 

solid mental foundation. 

There are general 
job descriptions, 

but the individual 
must remain 

flexible in order to 
meet job demands. 

62% 

Each individual has 
a detailed job 

description and/or 
clearly defined 

tasks. 
15% 

Each individual has 
a clear job 

description and is 
provided with an 

opportunity to 
advance based on 

performance. 
16% 

Each individual has 
a detailed job 
description, 

opportunity to 
advance, and clear 

career path 
opportunities. 

7% 

Source: ©2011 MarketingSherpa Personnel Benchmark Survey  
Methodology: Fielded November 2011, N=1,646 
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KEY INSIGHT #4: MARKETERS DEPEND ON ASSESSMENT ACCURACY … TO A POINT 

In reference to finding and developing the right person, our respondents were united in their belief in 

assessments, regardless of organizational size. Over the last few decades assessments have been identified 

as one of the most effective tools for hiring, managing, developing and retaining marketers. 

CHART: WERE YOU ASKED TO TAKE ASSESSMENTS FOR JOB ACQUISITION OR DEVELOPMENT? 

 

We asked survey participants to identify how relevant assessments are in today’s marketing departments. 

Marketers feel the level of sophistication found in modern assessments has allowed them to shorten the 

hiring processes, and improve the streamlining of the employee acquisition process. However, very few 

identified profiles as a developmental tool. 

Marketers know there is often a small window of time in which to access especially competent talent. Using 

assessments allows them to identify these candidates in a quick and efficient manner, at a minimal cost. 

Marketers also indicated they are becoming well-versed in many current tools, and continually try to 

identify the tool that best meets the needs of their individual marketing positions. 

Marketers, along with executives, human capital, HR managers, and OD professionals have embraced the 

accuracy and sophistication in validated assessments. Not only do four out of five companies use 

assessments correctly to identify and develop candidates, but they use them to precisely detect appropriate 

levels of the core attributes for success. 

80% 78% 81% 79% 

20% 22% 19% 21% 

Lg (1,000+ emp) Med (100 to 1,000) Sm (fewer than 100) Ave All Marketers

Have taken assessments Have not taken assessments

Source: ©2011 MarketingSherpa Personnel Benchmark Survey  
Methodology: Fielded November 2011, N=1,646 
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