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Why This Guide Exists

Execution will keep you employed. Influence will make you
indispensable.

If you're a CMO who wants a real seat at the table, it's not enough to be
great at marketing. You need to be seen as a business strategist by
leaders who don't speak marketing—the CEO, CFO, COO, CRO, and
CHRO. This guide will show you how to extend your influence beyond
your function, become a cross-organizational force, and transition from
departmental leader to a trusted enterprise leader.

The hard truth: The CMOs who rise aren't the ones who stay in their
lane. They're the ones who make marketing an unavoidable part of
business success without needing to shout about it.




1. Understanding the
Executive Power Grid

In every company, real influence flows through two channels:
Formal Power: Titles, budgets, reporting lines.

Informal Power: Trust, credibility, and early access to strategic
conversations.

If you're only playing the formal game, you're already a step behind.
Informal power is what gets you invited into conversations that matter,
even before the official meeting is added to the calendar.

Start Here:

Map out who shapes decisions inside your company (hint: it's not
always the person with the highest title).

Find the voices the CEO listens to most closely. Build your credibility
there.

In most organizations, the CFO is the CEQO's closest advisor on strategy.
Earn the CFO's trust, and you're not just in the room; you're on the
inside track.



2. Speak the Native
Language of Each
Executive

If you sound like “the marketing person” in the boardroom, you'll stay
“the marketing person.”

CFO: Talk about the cost of acquisition, payback period, net revenue
retention, and margins.

COO: Talk operational efficiency, time-to-market, and customer lifecycle
friction. Instead of “campaign performance,” say "we reduced time-to-
value for new customers.”

CRO: Talk pipeline health, win rates, revenue velocity.

CEO: Talk about enterprise value, competitive advantage, and risk
mitigation. (Instead of “brand metrics,” say “"we strengthened
competitive moats."”)

CHRO: Talk about key people and how you are developing them.
Demonstrate your strong cross-functional relationships.

Shift Your Language:

Replace campaign metrics with business outcomes.
Tie marketing directly to financial, operational, and revenue KPIs.

Frame every conversation in terms of its impact on growth, profitability,
and risk.

When you speak, make it sound like you already have the GM title, not
like you're auditioning for it.



3. Build Alliance
Capital Before You
Need It

Titles within your organization will get you meetings. But earning trust
by proving your reliability and earnestness will get you influence.

The CMOs who quietly rise aren't louder or flashier; they're trusted
before the big moments arrive. It's always best to have earned trust
before it's needed.

How to earn trust, the right way, within your organization:

Schedule regular 1:1 meetings with your peers in Finance, Sales,
Operations, and Product.

Ask where they're feeling the most pressure—and listen without trying
to steer the conversation.

Deliver small wins for them or their department that make their lives
easier, before you ever ask for anything in return.

Think of influence like a savings account. You can't withdraw what you
never deposited.

Next Moves:

Keep a steady cadence of no-agenda conversations with the influential
and important people within your organization.

Bring customer insights that help Sales or Product teams shine in front
of leadership.

Share intelligence that helps the COO streamline onboarding or the CRO
accelerate pipeline velocity.

The more you invest in others' success, the harder it becomes to make
decisions without you present.



4.Insert Yourself
Early in Strategic
Cycles

If you're waiting for an invitation to strategy meetings, you're waiting too
long.

The leaders who shape outcomes are those who frame the discussion
before it begins.

How to Get Pulled In Early:

Surface market trends executives haven't yet spotted.

Frame emerging risks in language the boardroom understands: growth,
profit, and risk mitigation.

Share early ideas discreetly with decision-makers who ultimately make
the final call.

The Play:

Show up with foresight, not just campaign reports.

Become the person who sees the storm coming before the clouds even
gather.

The people who frame the agenda don't just join the conversation; they
own it.



5. Operate Like a
Business Strategist,
Not a Marketer

The CMOs who rise in influence and trust within their organizations
don't talk about campaigns. They talk cash flow. Risk. Profitability.
Growth engines.

Your New Operating System:

Think in terms of revenue and cost levers, not impressions or click-
throughs.

Could you align your marketing team with metrics that matter to sales
and finance?

Could you discuss P&L impact as if it were second nature?

Ask Yourself:

Can | walk into a boardroom and explain our unit economics without a
slide deck?

Can | connect marketing activities directly to accelerated cash flow or
reduced customer churn?

If you can't, you're not yet operating as a strategist. You're still thinking
like a functional leader.

High-influence CMOs see the entire chessboard, and they move
accordingly.



6. Mistakes That
Undermine Influence

Even the most astute CMOs can stumble over invisible wires when they
attempt to expand their influence.

Common traps to avoid:
Talking only in marketing jargon.

Showing up late to strategy conversations means that if you're not
involved in the conversations early, your influence is non-existent.

Defending marketing budgets without linking what the funds will be
used for directly to business outcomes and goals.

Focusing on brand awareness while ignoring the organizational revenue
drivers.

Waiting for “permission” to think beyond your function.

Only speaking up about marketing issues.

Defending tactics instead of framing business outcomes.

Chasing vanity metrics instead of business KPlIs.

Influence isn't lost overnight. It slips away one tactical misstep at a time.



7. Real-World Case
Study (Fictionalized):
How One CMO Broke
Through

Sometimes the difference between stuck and strategic is quieter than
you think.

Jenna, the CMO of a mid-sized tech firm, was brilliant, capable, and
respected. But stagnant. Meetings came and went, strategies were

developed, and she was brought in only after the key decisions had
been made.

It wasn't a question of talent. It was positioning.
Jenna decided to shift the way she showed up:

She shared market intelligence quietly, not in quarterly updates, but
early, with the CFO before budget season.

She collaborated with the COO to identify and fine-tune customer
lifecycle pain points that leadership hadn't fully recognized.

She reframed marketing wins, dropping campaign language and
speaking in terms the CEO valued: revenue acceleration and margin
expansion.

And in meetings, she listened more, spoke less. But when she did
speak, she shifted the room.

Within a year, she was no longer just part of the conversation. She was
helping shape it.

Influence wasn't given to Jenna. She built it — one strategic
conversation at a time.



Bonus Example: When
Influence Slips Away

Not every CMO makes the transition.

Tom, working at a similarly sized company, stayed comfortable.
Campaign metrics. Budget defenses. Tactical outputs. He spoke when
spoken to, and even then, he stayed in his lane.

Slowly, the invitations stopped coming. He wasn't dismissed; he was
just sidelined. No one asked him to leave. They just stopped asking him
anything.

Influence isn't something you hold. It's something you earn, and if you
stop earning it, you lose it.




8. Bonus: Prepping for Your Next
Executive Meeting

Use this checklist to make sure you show up like an enterprise leader:

 What are the top three business objectives driving this quarter?

e« How does my insight tie directly to revenue, cost, or risk?

» Have | framed my talking points in financial or operational terms?
e« Am | prepared with one key market shift or customer insight?

e Can | make my point in under three minutes?

Executives value clarity, brevity, and business impact. Prepare that way.



Executive Influence
Self-Check

Do | have informal influence with three or more C-Suite peers?

Can | frame marketing wins as financial outcomes without marketing
jargon?

e Am I regularly consulted on projects outside of marketing?

o Can | summarize market risks and opportunities before others have a
chance to see them?

e Have | helped another leader solve a non-marketing problem?

If you said “no" to more than two, you have apparent, actionable gaps
that need to be closed.
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Final Thought: Influencelsn't
Given. It's Built.

You won't get invited into the strategic inner circle because you have
great marketing ideas.

You'll get there because you act like someone who already belongs,
someone who sees, speaks, and operates like a true business leader.

Want personalized guidance on
your strategy to build influence
beyond marketing?

—Book your 15 minute strategy call
with Alan

Be the CMO they can't afford to lose

This guide offers principles that should be adapted to your specific
organizational context. Every company has unique financial dynamics,
but the approach to positioning marketing investments remains consi
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