249Labs Playbook:

How to build an MTO
Create a Marketing Technology Office

www.249labs.com

CONTENTS

01

What is an MTO?

02

Why have an MTO?

03

How do you build an MTO?

04

Who does an MTO work with?

05

Benefits of an MTO
PAGE | 01

WHAT IS A MARKETING TECHNOLOGY OFFICE?

A

Marketing Technology Office(MTO) is a business led
function that owns, manages and executes on MarTech
strategy, budget and tactics to achieve business goals.
It is composed of individuals who are hybrids between
Marketing and Technology.
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The power of an MTO

The MarTech function can
reside in a variety of business
lines in large organizations.
In many cases they are inside
Corporate Marketing but
they can also exist inside IT,
Digital, or an eCommerce
department.

An MTO is most effective when
positioned to be a team that
can be leveraged across the
entire organization rather than
just serve the needs of a few.

The span of influence of an
MTO is sometimes a result
of team size, budget,
politics and organizational
structures in the company.

When making the business
cases for having one, a key
component has to be that it
can serve the needs of the
entire organization if it is
budgeted and staffed
appropriately.

Effective MTO leadership
knows how to handle the
challenges in all those
areas.
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Almost always an MTO sits in
between business and IT
organizations. They serve as
a firewall for communication
and technology complexities
protecting business owners
from tedious technology
challenges.
They help to translate
techno-speak and on the
other side, help to get IT to
understand the business
value of executing

One of the significant
challenges facing an
MTO team is the IT
organization feeling
threatened, insecure
and defensive.
They have historically
played this role inside
companies. Be aware
of this tension. This topic
will be dealt with in a
separate Playbook.
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Why have an MTO?
The Marketing Technology Office will allow your digital teams to focus on digital strategies, goals and tactics while
technologists focus on the technology strategy, products & vendors

An important argument you need to use
for an MTO is that it allows your marketers
to focus on their marketing tactics and
keeps them away from technical details.

An MTO can handle technology challenges
but remain under the ownership of the business
organization as business leaders understand
best their targets and goals.

Let your marketers focus on marketing,
while your MTO focuses on the
technology challenges.

They will also serve as the partners between
business, IT and vendors, creating a layer of
insulation between the marketers
and other players.
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Today the MarTech stack is confusing
and growing fast. Use the ubiquitous
MarTech landscape charts that show
how the proliferation of all the
marketing technology is confusion in
the choices to be made on where to
spend limited dollars.
Legacy systems, vendor technology,
skillset and integrations are all pieces
that add complexity. Articulate
clearly how you need to have a
designated team to focus on these
complex issues.
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Ensure that you get your leadership to
understand that this does not remove
the need for marketers to have a basic
understanding of the technology.

The business teams can focus on core
marketing functions like customer acquisition,
product marketing, service,
loyalty and renewal, to name a few.

In large companies many lines of business
have digital asset ownership. You need to
deliver the value prop for an MTO based on
your internal organizational structure.

It does allow them however, to leave the
granular details of the technology stack
to a different team inside your business
organization. The combination of the
two areas working together creates a
more efficient marketing function.

The MTO focuses on finding the right tools for
the company that fit into it’s technology
ecosystem with as little friction as possible to
allow business partners to achieve or exceed
their defined goals.

The key is to make sure people understand
the “What’s in it for me?” question and how
an MTO can help them do their job easier.
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How do you build an MTO?
The case for an MTO has to be driven around strategic control, ownership, budget transparency, efficiency, cost reduction
and business partner goal execution

Put together what an MTO is
and what value it can bring
into the company. Use the
first part of this Playbook to
formulate those thoughts.
It should be obvious that
getting this introduction
perfect is critical. Leadership
won’t pay attention to
anything more unless you
articulate clearly the value of
forming an MTO

Use the ‘Why’ section of this
Playbook to demonstrate the
value of what the company
can get by centralizing the
marketing technology
decisions.

Put together a basic
MarTech strategy. This
can get more
sophisticated over time
but start with basic and
build on it.

Why you need one will vary
based on your situation.
Perhaps you are trying to
manage an overall
marketing technology
budget or perhaps it is
ownership that is the issue.
Make sure you are clear on
the ‘why’ showing what you
are solving

Your leadership must
know that you are
capable of thinking
through these ideas
strategically.
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Examples: “We need to
centralize ownership and
control costs” or “Let our
marketers focus on
marketing goals and MTO
focus on technology”

PAGE | 06

How do you build an MTO?

Focus on the value that
exists by having the MTO
inside the business function
rather than the IT function.
The most common
statement when the idea
of an MTO is brought up is,
“Doesn’t IT already do this
for us?”
You must be prepared to
defend why an MTO can
do a better job than IT

Stress the importance
of having control of
ownership, strategy,
budget and direction.
This is key to being
successful in digital
today.
This case will be
foundational in what
you are trying to do. If
you control these
items, the chances of
success for an MTO
are significantly higher
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Pick a particular business
problem to solve with
MarTech and lead with that.

What you need are wins in
the early stages. Show how
you can solve a particular
problem with a marketing
technology function
Also use other marketers
frustrations with IT to show
how you can alleviate those
challenges
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How do you build an MTO?

Talk about the skillset of hybrids
between marketing and
technology and how the team
needs to be created with that
skillset even if it starts as a
team of 1.
These hybrids as positioned
best when outside of IT
processes and budget. This
skillset gap is well known by
leadership. Show how building
an internal team with this skill is
long term value for the
company

Show a list of the companies
who have MTOs in their
organizations and how this
isn’t just a hobby anymore.

Bring examples to the table
where you have done/seen
MarTech used to solve
business problems.

Nothing motivates leadership
like knowing the competition is
already doing something.
Leverage that.

Like the lists of companies,
showing what others are
doing can be a catalyst.
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Show how that same activity
can benefit your company

PAGE | 08

Who does an MTO work with?

The focus of an MTO has to be as a service to the rest of the organization.
An MTO best adds value when it helps business partners achieve their goals and reduces their
frustrations with technology and MarTech vendors

The broader you spread your reach inside the organization, the better your chances of success are. There are
many reasons for this. Digital initiatives exist all across the company and they all need help.
If you are connected to multiple initiatives, the failure or halting of any single initiative will not halt the value the
MTO is providing. Projects start up and shut down all the time in large companies.
Do not allow business cycles to impact the value of the MTO.
The more business partners who can speak about you as a valuable partner,
the better your chances of success.

www.249labs.com

PAGE | 09

The 2 paths before you

01
The first is the high visibility path.

THERE ARE TWO PATHS TO

CREATE AN EXECUTION
STRATEGY FOR YOUR MARTECH
TEAM.

• Identify the top 5 digital assets for
your company.
• Identify the business owners for
those properties.
• Understand what their challenges
are with their assets.
• Create ways to leverage MarTech
to get them to solve their
challenges.
There is a good chance that
marketing technology you are
familiar with can solve a problem
they have.
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The second path is one of lower
visibility.
• Find specific digital assets that are
not high traffic assets.
• Speak to the business owners
about what their challenges are.
• Show that you will work with them
to get them moving forward
• Rack up small wins as you solidify
the MTO value inside the
organization
There is a good chance many of
these assets have been ignored by
the larger groups for years. They
could be more willing to work with
you and get things done. Due to the
lower risk the ability to make an
impact faster might also be greater.
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Benefits of an MTO
The benefits of an MTO can vary depending on the size of your company, challenges it faces
in digital, organizational structure & a host of other factors.
Here are a few benefits you can articulate that should strike a chord with your management

The ability for business partners
to achieve their digital goals is
crucial for the success of the
company.

The business knows best what their
goals are and control over the
technology stack that delivers on
them is highly beneficial.

As an organization you need to
understand how much you are
spending on your Marketing
Technology.

The creation of a business
owned MTO allows you to
execute, manage, measure
and optimize digital initiatives.

The business needs to own and
manage
its
own
Marketing
Technology stack to have ownership
of strategy, budget and direction so
they can effectively achieve their
goals.

You need to see where your
spend is staying level, going up or
going down. You also need to
understand
MarTech
spend
allocation. Ask your leadership
questions like the ones below.

In organizations where there are no
common goals between dependent
partners, it is hard for marketing to be
successful due to the conflicting
priorities.

Is money moving from IT to the
business? How much has been
allocated and at what growth
rate year over year? Is the dollar
investment at the levels the
business needs to support their
business goals?
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Benefits of an MTO

Gartner reports that more
technology
spend
is
occurring in non-IT parts of
the organization than ever
before.

Many Fortune 500 companies already
have
established
Marketing
Technology Offices in place today.
Their staff sizes range from FTE counts
of 1 to 10s of employees.

Other
research
firms,
consulting companies and
reporting from the inside of
the Fortune 500 confirm this.

Get leadership to understand that you
need to play catch up to be on par
with the competition. Many business
leaders
are
comfortable
with
remaining on
par with
the
competition and they sure do NOT
want to be last.

This trend only looks to
continue
in
the
big
companies
that
spend
millions
on
marketing
technology. You need to be
able
to
manage
that
carefully.
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There is no better way for
marketing to show value to the
rest of the organization than by
having a team of specialists inside
an MTO be a consulting team to
help business partners achieve
their goals.
The constant need for marketing
to justify what it does is aided by
having a team of specialists who
deliver business value, has strong
partner advocates of their value
and can prove ROI over time to
the CFO’s office.
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Summary

•

The creation of a Marketing Technology Office is a critical function and many in the Fortune 500 have
begun this journey

•

The MTO needs to be positioned inside a business function, owning and controlling strategy, budget
and execution to help business partners achieve or exceed their business goals

•

The IT department will be a strong partner in the endeavors of an MTO but should not own the
MarTech function due to goal misalignment

•

Value of an MTO is best proven when you deliver on results for business partners

•

Spread the influence of an MTO as deep and wide as possible throughout your organization
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Thank You
We hope this Playbook has been valuable to you. We are gathering feedback on
this Playbook at contact@249labs.com
If you have further questions about creating a Marketing Technology Office,
please use the information below to set up a free consultation.

Contact Us:
joseph@249labs.com
http://249labs.com
@Jkurian77
813.530.5740
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