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CMOs and CROs are all too familiar with the pressure to quantify marketing’s contribution to growth. Yet, too
often, measurement frameworks are fragmented, focused narrowly on channels (e.g., email clicks) or short-
term results. To connect marketing impact to revenue growth, organizations must adopt a modern approach
that combines strategic alignment, cross-functional collaboration, and technology-enabled insight. 
 
Enter the modern value measurement framework: a practical model that connects performance metrics
across stages, departments, and systems to create a shared definition of success and accelerate commercial
impact.

INTRODUCTION
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Historically, marketing performance revolved around channel activity and volume-based indicators. (Think
opens, clicks, impressions, lead counts.) These metrics offered glimpses into engagement but rarely
illuminated the true commercial impact of marketing. As buyer behavior changed, data ecosystems
expanded, and customer journeys became increasingly cross-functional, these traditional approaches fell
short. 

Modern revenue leaders recognize that measurement must evolve from tactical reporting to strategic
decision-making. It’s a shift that requires aligning insights across strategic, tactical, and operational lenses
and grounding performance in a unified customer lifecycle view.

We see it in a few fundamental ways:

FROM OUTPUT TO OUTCOMES: THE EVOLUTION OF MARKETING MEASUREMENT 

Channel-Centric →
Customer-Centric

The focus has moved from tracking activity
within channels to understanding how

buyers move across awareness,
consideration, adoption, and expansion.
High-performing organizations measure

outcomes—qualification, pipeline
contribution, product adoption, lifetime
value—not isolated campaign events. 

1
Fragmented Data →
Connected Systems

Disconnected platforms (especially pre-
digital) once made it nearly impossible
to understand the end-to-end customer

journey. Leading organizations now
operate from a single source of truth

with shared KPIs across teams. 

2
Reporting History →

Predicting Impact
The maturity journey (page 6) shows the
shift from foundational reporting to AI-

driven, predictive analytics. Real-time data
models and unified customer profiles

equip leaders not just to understand what
happened, but to anticipate what will
happen and figure out their next-best

action. 

3



Even as marketing technology evolves, many organizations still struggle to measure what matters. Common
pitfalls include disconnected KPIs between marketing, sales, and customer success; overemphasis on
campaign metrics instead of customer lifetime value; lack of integration across data sources and tools; and
limited visibility into how marketing performance influences revenue. 
 
Modern marketing leaders recognize that precision revenue orchestration depends on sustainable growth,
recurring revenue, and lifetime customer value (and not just lead volume).

THE CHALLENGE: MARKETING MEASUREMENT HASN’T KEPT PACE 
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Is your measurement as clear as mud? Start with an ideal customer profile (ICP). Without it, even the most
sophisticated data models, KPIs, and technologies struggle to deliver insight. That trickle-down effect risks
poor audience building, inflating early-stage volume, and misalignment with sales on what “good” looks like. 

The benefits of starting with your ICP are clear: 

WHY ICP ALIGNMENT IS FOUNDATIONAL TO MEASUREMENT

It focuses performance evaluation on
quality over quantity.

Modern growth depends on recurring revenue
and customer lifetime value (not lead volume
alone). ICP-driven targeting increases signal

quality across every lifecycle stage (critical for
modern marketers who share responsibilities
throughout the entire customer experience).  

2
It aligns cross-functional teams around a

shared definition of value

An ICP becomes the anchor for unified
qualification, opportunity scoring models, and

customer health measures. 

1

It improves budget allocation and
strategic planning.

When decision-makers know who the high-
value customers are, investments shift from

broad campaigns to precision revenue
orchestration—accelerating ROI. 

3
It enhances predictive accuracy and

AI readiness.

You know the old adage: Garbage in, garbage
out. The same is true for AI models; they

perform exponentially better when built on
consistent definitions of customer fit and value.
An ICP is the first step toward reliable, scalable,

AI-driven revenue forecasting. 

4

Connecting Marketing Impact to Revenue Growth:Connecting Marketing Impact to Revenue Growth:
Building a Modern Value Measurement FrameworkBuilding a Modern Value Measurement Framework  

Connecting Marketing Impact to Revenue Growth:
Building a Modern Value Measurement Framework 



5

A complete value measurement framework balances strategic, tactical, and operational perspectives. 
These lenses ensure that insights move fluidly—from strategy to execution—connecting activity metrics to
commercial outcomes.

THE THREE LENSES OF VALUE MEASUREMENT

Annual / Quarterly –
Strategic Planning

Where should we budget?
What big bets should 

we make? 

1 2 3
Monthly – Tactical

Evaluation

How will we evaluate
channel performance 

and campaign activation?

Weekly / Daily –
Operational Optimization

How do we fine-tune 
and translate insights 

into impact?

SIX PRINCIPLES FOR MODERN MEASUREMENT

The framework rests on six core principles that distinguish high-performing organizations: 

Six Core
Principles

Align KPIs to
Forge a

Common
Definition of

Success

Balance Short-
Term and Long-
Term Objectives

Ensure the
Technology
Stack Meets

Measurement
Needs

Elevate
Measurement

to the
Leadership

Level

Engage Cross-
Functional
Teams and

Change Agents

Use AI to
Supercharge
Measurement
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ALIGNING AROUND THE CUSTOMER LIFECYCLE

Performance manifests differently across both organizational levels and stakeholders. To measure what
matters, teams must align around the customer lifecycle—from awareness to adoption to expansion. 

Reach 
and engagement

In-ICP web visits, 
event attendance

Awareness 

Retention 
and revenue

CLV, upsell opportunities,
churn risk

Achievement

Activation 
and usage

Product adoption rate,
NPS

Onboarding / Adoption

Consideration 
and qualification

Qualified leads, 
opportunity value

Education / Selection
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FOCUSING ON THE METRICS THAT MATTER

Why It Matters 
Early engagement sets the tone for downstream performance. High-quality awareness metrics indicate that
marketing is shaping demand among the right audiences beyond just driving impressions. 

Education + Selection (Consider + Qualify) 
Goal: Convert engaged audiences into qualified opportunities.

Key Metrics

Potential 
Qualified Leads

(PQLs)  

1
Conversion rate 

from PQL → (Ready
Qualified Leads) RQL

→ Opportunity 

2 3

Velocity through
qualification stages 

Opportunity
creation rate from
engaged accounts 

4

Meeting/demo
requests 

5

Channel-level
contribution to

qualified pipeline 

6

Cost per qualified
lead/opportunity 

7

7

Connecting activity to business outcomes is the goal with a modern value measurement framework. That
means moving beyond vanity metrics into measurement that spans across channels, campaigns, and
lifecycle stages. 

Awareness (Reach + Engage) 
Goal: Drive high-quality, in-ICP engagement that fuels the consideration pipeline. 

Key Metrics

Why It Matters 
This stage reveals how effectively marketing is inspiring action and accelerating selection.

When ICP definitions guide
targeting, qualification become

stronger drivers of revenue
forecasting.

In-ICP web visits 

1

Event attendance 
(by ICP segment) 

3

Paid/organic reach 
to ICP audiences 

4

Ad frequency and
engagement quality

5
In-ICP

account/customer
engagement score

(lead score for most) 

2
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FOCUSING ON THE METRICS THAT MATTER
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Onboarding + Adoption (Activate + Use) 
Goal: Ensure new customers activate quickly and realize value early. 

Key Metrics

Time to onboard
/ time to activate 

1

Net Promoter Score
(NPS) 

3
Early churn signals or

risk indicators
(predictive analytics 

can help here!) 

4
Correlation between
activation and long-

term expansion 

5

Why It Matters 
Marketing increasingly influences adoption through lifecycle communications, education, and personalized
journeys. Activation metrics help teams understand whether customers are set up for long-term success. 

Achievement (Retain + Grow) 
Goal: Maximize lifetime value and identify opportunities to deepen relationships. 

Key Metrics

Customer
Lifetime Value

(CLV) 

1

Upsell and cross-sell
opportunity creation 

2

Renewal rate 

3

Revenue retention
(gross + net) 

4

Churn risk indicators 

5
Engagement with

customer marketing
(events, content,

loyalty programs) 

6

Why It Matters 
Expansion metrics close the loop between marketing, sales, and customer success. They demonstrate how
marketing contributes to recurring revenue, the most important indicator of sustainable growth.

Product adoption rate
(30/60/90 days) 

2
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THE ROLE OF AI IN MODERN MARKETING MEASUREMENT 

For years, marketing measurement has been largely retrospective — a look back at what campaigns ran, what
emails were opened, and what leads were generated. AI is fundamentally changing that dynamic, shifting the
lens from historical reporting to predictive intelligence. 

The most important shift AI enables is not automating what marketers already do — it’s helping them model
what they should do next. Rather than asking “what happened in this campaign?” leading organizations are
beginning to ask: “Which accounts in our database are most likely to convert? What actions can we take
today to increase our odds of closing by X%?” 
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That is the promise of AI in marketing measurement: not a crystal ball, but a faster path to a
defensible hypothesis. 

WHAT AI DOES WELL: PATTERN RECOGNITION AT SCALE 

Modern B2B buying journeys involve a dozen or more touchpoints — across channels, teams, and
timeframes. No human analyst can reliably identify which combinations of those interactions correlate most
strongly with closed-won deals. AI can. 

By analyzing historical engagement data mapped to the customer lifecycle, AI models can surface patterns
that inform smarter investment decisions: 

Which touchpoints most frequently precede a purchase — enabling true, data-driven attribution across a
non-linear journey 
Which accounts show intent signals that suggest readiness to buy, even before a sales conversation
begins 
Where pipeline velocity is accelerating or stalling — giving marketing and sales shared insight into how
to intervene 
Which sales conversations are driving the most momentum — and how marketing can build motions that
scale those patterns 

AI also plays a valuable diagnostic role. When organizations attempt to apply AI models to their existing
data, they quickly discover where that data is incomplete, inconsistently captured, or missing critical
attributes entirely. In this way, AI accelerates data quality improvement — a foundational requirement for
any modern measurement framework.



WHERE ORGANIZATIONS GET IT RIGHT (AND WRONG) 

AI AND THE MATURITY JOURNEY 

Maturity Stage AI Application Key Benefit 

Connected Predictive lead scoring, account
prioritization

Smarter resource allocation to high-
intent accounts

Multimoment Win-rate lift modeling, pipeline
velocity forecasting

Actionable insight into where deals
stall and accelerate

Autonomous Real-time, AI-driven engagement
optimization across channels

Continuous optimization without
manual intervention

10

Getting it right starts with defining the problem. AI performs best when it is pointed at a specific,
decomposed business question — not a vague goal like “generate more revenue.” Organizations that succeed
break that top-level objective into solvable subproblems: Who is our ICP? Where do we find them? Which
motions move them fastest through the funnel? AI then helps test hypotheses and identify patterns within
each of those subproblems. 
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Getting It Right

Getting it wrong looks like experimentation without a framework. Deploying AI tools without a clear
hypothesis, clean data, or a defined success metric produces noise, not insight. As the old adage holds:
garbage in, garbage out — and AI amplifies that risk at scale. 

Getting It Wrong

AI is not a starting point — it is a destination on the maturity curve. Organizations at the Foundational and
Emerging stages must first establish ICP alignment, connected data systems, and cross-functional KPIs
before AI can deliver meaningful predictive value. Attempting to skip those steps leads to models built on
inconsistent definitions and unreliable data. 

As organizations progress toward Connected and Multimoment maturity, AI begins to unlock its highest-
value applications: 

The goal is not full automation — buyer behavior is too dynamic and too human for a “set it and forget it”
approach. Rather, the goal is augmented intelligence: marketers armed with faster, sharper insights who can
make better decisions and adapt more quickly to changing signals. 



THE BOTTOM LINE ON AI AND MEASUREMENT
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AI is not a magic bullet. But it is the most powerful accelerant available to marketing leaders who have done
the foundational work. When built on a clean ICP, connected data systems, and a well-defined measurement
framework, AI enables organizations to: 

Identify the next best action faster than ever before 
Model future outcomes rather than simply report on past activity 
Close the loop between marketing motion and measurable revenue impact 

The weather forecast analogy is instructive: meteorologists have been forecasting for decades, but today’s
forecasts are dramatically more precise — because the underlying data is richer, the models are more
sophisticated, and the feedback loops are tighter. 
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The organizations that build the right foundation today will be the ones with
the sharpest forecasts tomorrow. 



Dynamics 365 Customer Insights – Data
Unifies customer information across systems, creates a single source
of truth, and enables KPI alignment. 

Dynamics 365 Customer Insights – Journeys
Automates campaigns, tracks engagement, and aligns marketing
performance to revenue.

Dynamics 365 Sales + Customer Service
Closes the loop between marketing and revenue realization. 

Microsoft Fabric
Transforms data into real-time, predictive intelligence.

Power BI + Copilot for Analytics
Democratizes insight and enables natural language queries for
campaign ROI and customer analytics.

Power Automate + Power Apps
Extends workflows with automation, apps, and AI-driven experiences
(Power Automate, Power Apps).

THE MICROSOFT TECHNOLOGY STACK FOR CONNECTED VALUE MEASUREMENT

Executing a modern measurement framework requires more than alignment; it requires the right Microsoft
foundation. The Dynamics 365 ecosystem provides the technology backbone to unify customer data,
automate insights, and connect marketing impact to financial outcomes. 
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BUILDING THE INFRASTRUCTURE FOR REVENUE ANALYTICS

A unified revenue analytics framework integrates data, technology, and insight across systems. Connected
data from Dynamics 365, unified models in Sales, Customer Insights and Service, predictive intelligence, and
governance enable every stakeholder, from analyst to CMO, to act on shared truth. 
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THE MATURITY JOURNEY: FROM DATA CHAOS TO CONNECTED GROWTH 

Based on Coffee + Dunn’s Connected Experience Maturity Diagnostic, leaders can benchmark their
organization’s state: 

Strategy 
and functional

alignment 

Emerging 

Fully integrated, 
AI-driven

optimization

Autonomous 

Data-driven, 
semi-automated

customer
engagement 

Intelligent

Predictive
analytics,

customer-centric
KPIs 

Connected 

Disconnected
platforms,

limited visibility

Fragmented
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THE TAKEAWAY: MEASURE WHAT MATTERS

True marketing impact is not about more data; it’s about better decisions. When CMOs and CROs align on the
value measurement framework:

ABOUT COFFEE + DUNN

Coffee + Dunn helps mid-market and enterprise
organizations modernize their revenue operations
using the Microsoft ecosystem. Through our PLAN–
BUILD–RUN framework and deep expertise in
Dynamics 365, Power Platform, Azure AI, and Microsoft
Copilot, we bring together strategy, process, data, and
AI to create connected revenue systems. 

We’re proud to enable clients to improve customer
engagement, activate AI responsibly, and leverage
revenue intelligence to make confident, data-driven
decisions that accelerate growth and create long-term
competitive advantage.   

Modern revenue leaders don’t just report on marketing; they run their business through it.

Teams work from shared truths.

Insights translate into commercial performance.

Budgets reflect measurable growth drivers.

1
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2

3

4 A strong foundation unlocks transformative marketing impact with AI.



ABOUT THOMAS MANDERS
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Thomas Manders is a client-focused leader known for delivering
success through integrity, meaningful interactions, and reliable
service. He is passionate about implementing practical solutions
that drive real impact.

As the leader of Coffee + Dunn, Thomas is responsible for business
growth, strengthening the Microsoft Dynamics 365 Channel
partnership, fostering client relationships, developing staff, and
overseeing the deployment of services and technologies.

With over 25 years of experience, Thomas excels at tackling complex challenges and asking thought-
provoking questions to help clients uncover the best solutions. His diverse background spans retail,
industrial manufacturing, distribution, education, corporate development, and M&A. For the past two
decades, he has focused on enterprise marketing and sales technologies, giving him a deep understanding
of the high-stakes decisions Coffee + Dunn clients face. Thomas is committed to guiding them through these
challenges with thoughtful and effective strategies.

Connecting Marketing Impact to Revenue Growth:Connecting Marketing Impact to Revenue Growth:
Building a Modern Value Measurement FrameworkBuilding a Modern Value Measurement Framework  

Connecting Marketing Impact to Revenue Growth:
Building a Modern Value Measurement Framework 


	Connecting Marketing Impact to Revenue Growth:
	Connecting Marketing Impact to Revenue Growth: Building a Modern Value Measurement Framework
	INTRODUCTION
	CMOs and CROs are all too familiar with the pressure to quantify marketing’s contribution to growth. Yet, too often, measurement frameworks are fragmented, focused narrowly on channels (e.g., email clicks) or short-term results. To connect marketing impact to revenue growth, organizations must adopt a modern approach that combines strategic alignment, cross-functional collaboration, and technology-enabled insight.
	Enter the modern value measurement framework: a practical model that connects performance metrics across stages, departments, and systems to create a shared definition of success and accelerate commercial impact.

	FROM OUTPUT TO OUTCOMES: THE EVOLUTION OF MARKETING MEASUREMENT
	Historically, marketing performance revolved around channel activity and volume-based indicators. (Think opens, clicks, impressions, lead counts.) These metrics offered glimpses into engagement but rarely illuminated the true commercial impact of marketing. As buyer behavior changed, data ecosystems expanded, and customer journeys became increasingly cross-functional, these traditional approaches fell short.
	Modern revenue leaders recognize that measurement must evolve from tactical reporting to strategic decision-making. It’s a shift that requires aligning insights across strategic, tactical, and operational lenses and grounding performance in a unified customer lifecycle view.
	We see it in a few fundamental ways:
	Channel-Centric → Customer-Centric
	Fragmented Data → Connected Systems
	Reporting History → Predicting Impact


	Connecting Marketing Impact to Revenue Growth: Building a Modern Value Measurement Framework
	THE CHALLENGE: MARKETING MEASUREMENT HASN’T KEPT PACE
	Even as marketing technology evolves, many organizations still struggle to measure what matters. Common pitfalls include disconnected KPIs between marketing, sales, and customer success; overemphasis on campaign metrics instead of customer lifetime value; lack of integration across data sources and tools; and limited visibility into how marketing performance influences revenue.
	Modern marketing leaders recognize that precision revenue orchestration depends on sustainable growth, recurring revenue, and lifetime customer value (and not just lead volume).

	WHY ICP ALIGNMENT IS FOUNDATIONAL TO MEASUREMENT
	Is your measurement as clear as mud? Start with an ideal customer profile (ICP). Without it, even the most sophisticated data models, KPIs, and technologies struggle to deliver insight. That trickle-down effect risks poor audience building, inflating early-stage volume, and misalignment with sales on what “good” looks like.
	The benefits of starting with your ICP are clear:
	It aligns cross-functional teams around a shared definition of value
	It focuses performance evaluation on quality over quantity.
	It improves budget allocation and strategic planning.
	It enhances predictive accuracy and AI readiness.



	Connecting Marketing Impact to Revenue Growth: Building a Modern Value Measurement Framework
	THE THREE LENSES OF VALUE MEASUREMENT
	A complete value measurement framework balances strategic, tactical, and operational perspectives.  These lenses ensure that insights move fluidly—from strategy to execution—connecting activity metrics to commercial outcomes.
	Annual / Quarterly – Strategic Planning
	Monthly – Tactical Evaluation
	Weekly / Daily – Operational Optimization


	SIX PRINCIPLES FOR MODERN MEASUREMENT
	The framework rests on six core principles that distinguish high-performing organizations:
	Align KPIs to Forge a Common Definition of Success
	Balance Short-Term and Long-Term Objectives
	Ensure the Technology Stack Meets Measurement Needs
	Six Core Principles


	Connecting Marketing Impact to Revenue Growth: Building a Modern Value Measurement Framework
	ALIGNING AROUND THE CUSTOMER LIFECYCLE
	Performance manifests differently across both organizational levels and stakeholders. To measure what matters, teams must align around the customer lifecycle—from awareness to adoption to expansion.
	Awareness
	Reach  and engagement

	Education / Selection
	Consideration  and qualification

	Onboarding / Adoption
	Activation  and usage

	Achievement
	Retention  and revenue



	Connecting Marketing Impact to Revenue Growth: Building a Modern Value Measurement Framework
	FOCUSING ON THE METRICS THAT MATTER
	Connecting activity to business outcomes is the goal with a modern value measurement framework. That means moving beyond vanity metrics into measurement that spans across channels, campaigns, and lifecycle stages.
	Awareness (Reach + Engage)  Goal: Drive high-quality, in-ICP engagement that fuels the consideration pipeline.
	Key Metrics
	Why It Matters  Early engagement sets the tone for downstream performance. High-quality awareness metrics indicate that marketing is shaping demand among the right audiences beyond just driving impressions.
	When ICP definitions guide targeting, qualification become stronger drivers of revenue forecasting.

	Education + Selection (Consider + Qualify)  Goal: Convert engaged audiences into qualified opportunities.
	Key Metrics
	Potential  Qualified Leads (PQLs)
	Meeting/demo requests
	Cost per qualified lead/opportunity

	Why It Matters  This stage reveals how effectively marketing is inspiring action and accelerating selection.


	Connecting Marketing Impact to Revenue Growth: Building a Modern Value Measurement Framework
	FOCUSING ON THE METRICS THAT MATTER
	Onboarding + Adoption (Activate + Use)  Goal: Ensure new customers activate quickly and realize value early.
	Key Metrics
	Time to onboard / time to activate

	Why It Matters  Marketing increasingly influences adoption through lifecycle communications, education, and personalized journeys. Activation metrics help teams understand whether customers are set up for long-term success.
	Achievement (Retain + Grow)  Goal: Maximize lifetime value and identify opportunities to deepen relationships.
	Key Metrics
	Renewal rate
	Churn risk indicators

	Why It Matters  Expansion metrics close the loop between marketing, sales, and customer success. They demonstrate how marketing contributes to recurring revenue, the most important indicator of sustainable growth.


	Connecting Marketing Impact to Revenue Growth: Building a Modern Value Measurement Framework
	THE ROLE OF AI IN MODERN MARKETING MEASUREMENT
	That is the promise of AI in marketing measurement: not a crystal ball, but a faster path to a defensible hypothesis.

	WHAT AI DOES WELL: PATTERN RECOGNITION AT SCALE

	Connecting Marketing Impact to Revenue Growth: Building a Modern Value Measurement Framework
	WHERE ORGANIZATIONS GET IT RIGHT (AND WRONG)
	Getting It Right
	Getting It Wrong

	AI AND THE MATURITY JOURNEY

	Connecting Marketing Impact to Revenue Growth: Building a Modern Value Measurement Framework
	THE BOTTOM LINE ON AI AND MEASUREMENT
	The organizations that build the right foundation today will be the ones with the sharpest forecasts tomorrow.


	Connecting Marketing Impact to Revenue Growth: Building a Modern Value Measurement Framework
	THE MICROSOFT TECHNOLOGY STACK FOR CONNECTED VALUE MEASUREMENT
	Dynamics 365 Customer Insights – Data
	Dynamics 365 Customer Insights – Journeys
	Dynamics 365 Sales + Customer Service
	Microsoft Fabric
	Power BI + Copilot for Analytics
	Power Automate + Power Apps


	Connecting Marketing Impact to Revenue Growth: Building a Modern Value Measurement Framework
	BUILDING THE INFRASTRUCTURE FOR REVENUE ANALYTICS
	A unified revenue analytics framework integrates data, technology, and insight across systems. Connected data from Dynamics 365, unified models in Sales, Customer Insights and Service, predictive intelligence, and governance enable every stakeholder, from analyst to CMO, to act on shared truth.

	THE MATURITY JOURNEY: FROM DATA CHAOS TO CONNECTED GROWTH
	Based on Coffee + Dunn’s Connected Experience Maturity Diagnostic, leaders can benchmark their organization’s state:
	Fragmented
	Emerging
	Connected
	Intelligent
	Autonomous


	Connecting Marketing Impact to Revenue Growth: Building a Modern Value Measurement Framework
	ABOUT THOMAS MANDERS


