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What is the right marketing model for your 
business? 

For any technology or professional services 
business the core competency of the business lies 
in the specialist knowledge, skills and experience of 
the team. The operations of IT, HR, Finance and 
Marketing are essential and support the business 
but they are not a core competency. So for any of 
these businesses, whether in startup or growth 
phases what is the right marketing model to support 
their business?  

Default thinking 
By default, many businesses tend to start thinking of 
recruiting a marketing resource into the business. But 
that raises an important dilemma – do you recruit a 
junior marketing resource that the senior team will 
mentor and develop or do you recruit a more senior 
resource with plenty of industry experience that can 
contribute at a strategic and tactical level in the 
business. This decision fundamentally changes the 
marketing dynamic of the business. Let’s explore these 
two models further. 
 
Model 1.  Recruit a junior marketer 
On the face of it this is a practical, relatively low cost 
and low risk option. Or is it? There are the obvious up 
front costs of recruitment, advertising and recruitment 
agencies. And then there are the additional hidden costs 
of developing a job description, setting up first round 
and second round interviews. Finally there are the on-
boarding costs of providing a useful induction for a new 
starter.  Then you need to think about the training and 
development of the new recruit, familiarising them with 
your business and your target markets. Coupled with the 
management of that resource, planning the workload, 
managing deliverables and undertaking regular reviews 
and appraisals.  
 
What do you get at the end of all that effort? A junior 
resource who can help with marketing execution but will 
probably look to external suppliers for specialist skills in 
design, print, website development, PR etc. The most 
common outcome for many organisations in this 
situation is that marketing disappoints. It becomes a 
tactical function, typically providing no strategic value to 
the business and adds to the business overheads.  
 
 
 
 

 
Model 2. Recruit a senior marketer 
This is a major decision for the business. It introduces a 
more significant cost to the business but potentially 
delivers higher value. The same type of recruitment and 
onboarding costs are incurred by the business but at a 
substantially higher level. The recruitment choice 
becomes a much harder decision, due to the scale of 
the risk. And in reality, in many businesses the skills to 
recruit senior marketing resources and knowledge of 
what to look for can be quite limited.  
 
The upside is that these marketers will deliver at a more 
strategic level in the business and will also bring the 
execution capability. But do they really? In reality many 
of these senior marketing resources come from in-house 
functions. Their knowledge and experience is limited to 
their historical experience. Their insight into specific 
market sectors can be quite limited. Ultimately the 
tactical delivery of marketing frequently falls to ‘trusted’ 
suppliers they have brought from their previous 
employment.  
 
Thus for many employers and marketers alike this can 
become an unhappy and expensive marriage, which 
eventually leads to a parting of company, typically within 
the famous two year marketing resource employment 
window. For many organisations the cycle 
recommences.  
 

Model 3. Engage multiple suppliers  
This is the model typically chosen by companies that are 
not ready to take the plunge into marketing recruitment. 
And for all the reasons we discussed above their 
reticence is understandable. This typically feels like the 
only option for these companies, yet it is not. More of 
that will be discussed when we consider model 4.  
 
At first glance choosing marketing suppliers appears like 
a winning option. But then somebody internally needs to 
have the holistic view of what the business is aiming to 
achieve and coordinate these disparate service 
providers to deliver. The consultant/freelancer, the 
designer, the printer, the Digital Marketing Agency, the 
PR Agency, etc are purely focused on their own role and 
their execution. When a marketing activity or 
programme fails to meet the objectives nobody accepts 
responsibility as invariably they can individually blame a 
different part of the supply chain. The result is an 
expensive marketing model that fails to deliver for the 
business. 
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Model 4. Outsource marketing  
This is the marketing model that is increasing in 
popularity. Businesses have readily accepted the idea of 
outsourcing IT or Finance or HR. More recently firms are 
starting to see the value in outsourced marketing. At 
Shaping Business we understand that outsourcing does 
not suit every company. But equally we know from over 
11 years in business and from our collective previous 
experience in industry, that the level of disappointment 
from senior management of technology and professional 
services firms in the three alternative marketing models 
is consistent.  

 
The outsourced marketing model provides a single point 
of responsibility and accountability for marketing 
delivery. As a result the business immediately benefits 
by establishing a set of agreed objectives, Key 
Performance Indicators, reporting/communication 
structures and detailed marketing plans. So the 
outsourced model delivers value to the business very 
quickly.  
 
Neither strategy nor tactics work in isolation so for most 
businesses it is a mix of strategic and tactical skills they 
require. The right outsourced marketing partner can 
deliver that blend of skills you need, in the proportion 
you need. The idea is simple. You only pay for the level 
of marketing capability you need as part of an agreed 
term contract.  
 
There are also outsourced marketing providers that 
focus on specific markets aligned to the market 
knowledge you need. That is highly valuable to your 
business as the learning curve is dramatically 
shortened. They bring insightful input and market 
knowledge from their practical experience of operational 
delivery to inform the strategy development. And then 
they can execute that strategy using the tactics and 
channels most effective for your business and the 
markets you serve. As an experienced operational team 
they are continually benchmarking against best 
practices for every marketing tactic. That focus on 
continual improvement is automatically applied to your 
marketing.  
 
Outsourced marketing can also provide the flexibility to 
quickly scale up or down your marketing activity and 
resourcing. This gives much more control over the 
marketing costs and enables businesses to plan for 
peaks of demand. 

 
Just like any other outsource arrangement, the selection 
of the right outsource partner is critical. Business 
leaders should look for an outsourced partner with full 

project management capability, providing transparency 
and traceability on activities. Your partner should be 
able to demonstrate their commitment to their profession 
through intellectual property that illustrates their 
marketing knowledge and insight and how it can help 
you to generate more business.  

 
 

Evaluating the business case 
There is a strong business case for the outsourced 
marketing model. The right partner will add value to your 
business and will be there to support your business 
through your growth ambition. They will be committed to 
developing a long term business relationship and 
supporting your business journey. If you would like to 
evaluate the business case for moving to an outsourced 
marketing model, we can help evaluate the strategic, 
operational and financial benefits of adopting this model. 
We can also discuss how our clients have successfully 
outsourced marketing to drive their business growth.  
 

Contacts 
This viewpoint is registered with the UK Copyright 
Service. You are welcome to share or print the original 
attributed version with your colleagues.  

To discuss how we can help you to successfully 
outsource your marketing, please email the author: 

Ray Clarke (ray.clarke@shapingbusiness.com)  

 

About Us 
Shaping Business is a specialist marketing and 
business development consultancy focused on helping 
technology and professional services firms to grow. We 
provide strategic and operational support to enable our 
clients to win more new business. 

Our approach is based on the fundamental belief that it 
is only through understanding and managing the 
underlying drivers at each conversion stage in the sales 
pipeline that a business can optimise its investment in 
marketing and business development to achieve 
sustainable, profitable growth. 


