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Introduction: What “Trustworthy”
Actually Means in Finance

The Marketing Budget You Can Actually Trust

You know the scenario. It is Thursday afternoon, and the
CMO walks into your office requesting an incremental $2.4
million for a campaign that "tested well in Q3." Your instinct
is to say no, not because the idea is bad, but because you
have no way to verify the CMO cannot see how much
budget is actually available to spend. Marketing's budget
numbers are not trustworthy, and there is a disconnect
between finance's budget numbers and marketing's
budget numbers. This is the systems problem: marketing
has one (or more) versions of the budget, and finance
has another. Finance does not trust marketing's
collection of spreadsheets against their ERP source of
truth.

You are not playing budget cop by choice. You are
compensating for a system that does not give you the
information you need to say yes with confidence.

This is the reality for most finance leaders who oversee
marketing budgets. According to the 2025 Gartner CMO
Spend Survey, marketing budgets have flatlined at 7.7% of
company revenue for the second consecutive year, while
59% of CMOs report insufficient budget to execute their
strategy. The disconnect is real: marketing leaders feel
starved of resources while finance teams struggle to
verify how existing resources are being used.

Meanwhile, McKinsey research on CMO-CFO alignment
reveals that 45% of CFOs have declined marketing funding
proposals because they failed to demonstrate a clear
line to value. This is not a marketing problem or a finance
problem. It is a systems problem, and this playbook is
designed to solve it.

https://www.gartner.com/en/newsroom/press-releases/2025-05-12-gartner-2025-cmo-spend-survey-reveals-marketing-budgets-have-flatlined-at-seven-percent-of-overall-company-revenue
https://www.gartner.com/en/newsroom/press-releases/2025-05-12-gartner-2025-cmo-spend-survey-reveals-marketing-budgets-have-flatlined-at-seven-percent-of-overall-company-revenue
https://www.mckinsey.com/capabilities/growth-marketing-and-sales/our-insights/the-cmos-comeback-aligning-the-c-suite-to-drive-customer-centric-growth


WHO IS THIS FOR?

This playbook is designed for CFOs, Heads of FP&A, and
Directors of Marketing Finance who recognize the
marketing-finance alignment problem and want a
structured approach to solving it.

If you have acknowledged that spreadsheets and
quarterly reconciliation cycles are not scaling, you are in
the right place.
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What This Playbook Delivers
This playbook provides a structured, actionable
framework for building marketing budget trust between
finance and marketing. Specifically, you will find:

A diagnostic framework to identify where trust breaks
down in your organization and quantify the cost of
that gap
Four pillars of budget trust that create a shared
foundation for financial governance and marketing
agility
A 90-day implementation roadmap with concrete
milestones, decision points, and cross-functional
alignment steps
Technology evaluation criteria that reflect why
marketing needs their own enterprise system of
record that connects with your ERP/EPM
Benchmark metrics from enterprises that have
achieved 99.5% budget accuracy and less than 1%
quarterly variance.

The Marketing Budget You Can Actually Trust

The goal is to arm marketing with the right tools and
systems to meet finance's standards, so that marketing
budgets can withstand the same financial scrutiny as any
other business function. When marketing asks for
investment with verified data, you can say yes and mean it.



Before you can build trust, you need to
understand precisely where it breaks
down. Most marketing budget trust gaps
are not the result of bad intentions on
either side. They are the predictable
outcome of disconnected systems,
mismatched taxonomies, and
processes that were designed for a
simpler time.

Diagnosing the
Trust Gap

Chapter 1:

The Marketing Budget You Can Actually Trust 5
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The Five Symptoms of an
Untrustworthy Marketing Budget
If three or more of the following statements describe your
organization, your marketing budget has a trust problem:

1. Reconciliation takes weeks, not hours.

Your finance team spends the final days of every quarter
manually matching marketing's reported spend against GL

entries. Discrepancies are common, explanations are
slow, and by the time the numbers reconcile, you’re
weeks into the next quarter

2. Forecast accuracy is a guessing game.

Marketing's projected spend regularly diverges from
actuals by 10% or more. When finance asks why, the
answer often involves spreadsheet version conflicts,
delayed invoice processing, or mid-quarter budget
reallocations that were never formally documented.

3. The numbers tell different stories.

Marketing reports by campaign, channel, and audience
segment. Finance reports by GL code, cost center, and
vendor. When the two perspectives are placed side by
side, they do not align, and neither team trusts the other's
version of reality.

4. Approval cycles are adversarial.

Budget requests become negotiations where finance's
role is to push back and marketing's role is to advocate.

5. ROI is anecdotal, not verifiable.

When marketing claims a campaign delivered a 3x return,
finance has no independent way to validate the claim.
Attribution data lives in marketing's tools, disconnected
from spend data in the ERP

The Marketing Budget You Can Actually Trust



Trust Level Characteristics Typical Outcome

Level 1: Blind Trust No formal

reconciliation

process. Marketing

manages its own

budget with minimal

finance oversight.

Surprise overruns, year-

end scrambles, and zero

accountability for results.

Level 2: Verify After

the Fact

Quarterly or monthly

reconciliation.

Finance reviews

actuals but has no

visibility into plans or

forecasts.

Delayed corrections,

adversarial

conversations, and

limited ability to

influence in-year

decisions.

Level 3: Structured

Oversight

Regular reporting

cadence. Shared

definitions exist but

systems remain

disconnected. Manual

data translation.

Improved accuracy but

high effort. Insights arrive

too late to change

direction.

Level 4: Integrated

Visibility

Shared system of

record. Real-time

visibility into plans,

commitments,

actuals, and

forecasts. Automated

reconciliation.

Proactive decision-

making. Finance and

marketing become

strategic partners.

Level 5: Predictive

Partnership

Closed-loop

attribution. AI-

powered scenario

planning. Finance and

marketing co-optimize

investments in real

time.

Budget becomes a

competitive advantage.

Marketing proves ROI with

verifiable data.
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Self-Assessment: The Budget Trust
Spectrum
Use the following framework to evaluate where your
organization falls on the budget trust spectrum. Be
honest. This assessment is for your internal planning, not
for external presentation.

The Marketing Budget You Can Actually Trust
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Common Root Causes

Understanding symptoms is useful; understanding root
causes is essential. In our experience working with enterprise
finance and marketing teams, four root causes drive the
majority of budget trust gaps:

Disconnected Systems

Marketing plans live in spreadsheets or project management
tools. Spend data lives in the ERP. Performance data lives in
CRM and marketing automation platforms. When these
systems do not communicate, every report requires manual
assembly, and every handoff creates opportunities for error.

Mismatched Taxonomies

Finance tracks by GL code and cost center. Marketing tracks
by campaign, program, and audience. When a $250,000
invoice arrives, finance sees it as a line item against a vendor
account. Marketing sees it as funding across three
campaigns targeting two audience segments in four regions.
Without a system that bridges these two perspectives,
both sides are working from different versions of the same
reality.

Manual Processes

Manual data entry, manual reconciliation, manual reporting.
Each manual step introduces latency and error. When
marketing finance managers spend 80+ hours per month
reconciling spreadsheets against ERP data, the cost is not
just in labor; it is in the timeliness and accuracy of every
financial decision that depends on that data.

No Shared Definitions

What counts as "committed" spend? When does a forecast
become an accrual? How is ROI calculated? When marketing
and finance operate from different definitions, even
accurate data produces conflicting conclusions.

The Marketing Budget You Can Actually Trust

https://www.uptempo.io/marketing-finance/


THE REAL QUESTION

The question is not whether your marketing budget
has a trust gap. The question is how much that gap is
costing you in slower decisions, smaller budgets, and
missed opportunities. Chapter 2 introduces the
framework for closing it.
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The Cost of Low Trust
Budget trust gaps are not merely inconvenient. They carry
measurable business costs:

Slower approval cycles: When trust is low, every
budget request requires additional justification and
review. Opportunities expire while decisions stall.
Smaller budgets: CFOs who cannot verify marketing
ROI are rationally inclined to reduce marketing
investment. McKinsey data shows 45% of CFOs have
declined proposals for exactly this reason.
Adversarial relationships: When finance is forced
into a policing role, the CMO-CFO relationship
deteriorates. Both sides spend more time defending
their positions than driving outcomes.
Hidden waste: Without real-time visibility, 15-25% of
marketing spend can remain trapped in
underperforming programs, representing millions in
misallocated investment for enterprise budgets.

The Marketing Budget You Can Actually Trust

https://www.mckinsey.com/capabilities/growth-marketing-and-sales/our-insights/marketings-moment-is-now-the-c-suite-partnership-to-deliver-on-growth
https://www.mckinsey.com/capabilities/growth-marketing-and-sales/our-insights/how-cmos-can-get-cfos-on-their-side
https://www.mckinsey.com/capabilities/growth-marketing-and-sales/our-insights/how-cmos-can-get-cfos-on-their-side


Trust is not built through better intentions. It
is built through better infrastructure. This
chapter introduces four structural pillars
that, when implemented together,
transform marketing budgets from a
source of friction into a foundation for
strategic partnership.

The Four Pillars of
Budget Trust

Chapter 2:

The Marketing Budget You Can Actually Trust 10
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Pillar 1: Shared Source of Truth

One system. One set of numbers. One version of the plan.
The most fundamental requirement for budget trust is that
both marketing and finance look at the same data. This
sounds obvious, but in most enterprises, it is anything but.
Marketing has its view of the budget in spreadsheets or
planning tools. Finance has its view in the ERP. The two views
were accurate at some point, but diverged the moment
someone reallocated funds, approved an out-of-cycle
expense, or updated a forecast without notifying the other
team.

A shared source of truth means a single platform where both
perspectives coexist. Finance sees its familiar views: GL
codes, cost centers, vendor accounts, accruals, and
compliance controls. Marketing sees its necessary views:
campaigns, channels, audience segments, and performance
metrics. Both views draw from the same underlying data, so
there is no reconciliation gap to close.

What this looks like in practice:

Finance and marketing reference identical planned,
committed, and actual spend figures at all times
Budget reallocations are tracked automatically, with full
audit trails showing who moved what, when, and why
Forecast updates from marketing are immediately visible
to finance, eliminating the quarterly surprise
Multi-currency support and organizational hierarchies
reflect enterprise complexity without manual
workarounds

Pillar 2: Real-Time Visibility

Continuous, not periodic, budget reporting. Quarterly budget
reviews made sense when marketing spend was primarily
committed through annual contracts and large vendor
agreements. Today, marketing investment flows through
dozens of channels with varying commitment windows,
payment schedules, and performance dynamics. A budget
snapshot from 30 days ago is already obsolete.

The Marketing Budget You Can Actually Trust
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Real-time visibility means finance can see the current state of
marketing's budget at any point: what is planned, what is
committed, what has been spent, and what remains. This is not
about micromanagement. It is about giving finance the same
quality of information marketing specifically needs. Marketing
typically represents the largest discretionary budget in the
enterprise, spending continuously across dozens of vendors and
channels. This volume and velocity make real-time visibility
essential for marketing budgets in a way that differs from other
functions, so that when questions arise, answers are immediate
and verifiable.

What this enables:

Proactive identification of budget variances before they
become quarter-end surprises
Faster, more confident approval of mid-cycle budget requests,
because the financial context is visible
Elimination of the manual "budget status" meetings that
consume hours of leadership time each month
Real-time cash flow forecasting that reflects marketing's
actual spending trajectory, not last month's estimate

Pillar 3: Automated Reconciliation

Eliminating manual matching of planned versus actual.
Reconciliation is the single most time-consuming and error-prone
process in marketing finance. When it is done manually, finance
teams spend days or weeks matching marketing's reported spend
against what shows up in the ERP.

Every discrepancy triggers a conversation. Every conversation
takes time. By the time reconciliation completes, publicly traded
companies are already under pressure to meet their reporting
deadlines.

The process is primarily about verifying historical spend for
compliance and reporting, not about informing next quarter's
decisions. Finance teams need reconciliation to happen faster
not just for efficiency, but to meet mandatory filing schedules.

Automated reconciliation connects marketing's planning system
directly to the ERP and procurement systems. Purchase orders,
invoices, and actuals flow through a unified pipeline. When a new
invoice posts in SAP or Oracle, it is automatically matched against
the corresponding marketing activity. Discrepancies are flagged
instantly, not discovered weeks later during month-end close.

The Marketing Budget You Can Actually Trust

https://www.uptempo.io/product/
https://www.uptempo.io/product/


The impact:

Reconciliation time drops from weeks to hours (or even
minutes for routine transactions)
Month-end close accelerates because marketing data is
already aligned with finance's systems
Error rates decline dramatically, because human
transcription is removed from the process
Finance teams redirect their time from data cleanup to
strategic analysis and advisory work

Pillar 4: Closed-Loop Attribution

Connecting spend to outcomes with verifiable data.
Trust ultimately requires evidence. Finance needs to see not
just that money was spent as planned, but that it produced
measurable outcomes. Closed-loop attribution connects the
full investment lifecycle: from budget allocation, through
campaign execution, to pipeline generation and revenue
contribution.

This is the pillar that transforms the CMO-CFO relationship from
adversarial to collaborative. When marketing can demonstrate,
with verifiable data, that a specific investment generated a
specific return, the conversation shifts from "Can we trust
these numbers?" to "Where should we invest next?"

What closed-loop attribution requires:

Integration between financial data (spend) and
performance data (pipeline, revenue, conversion rates)
Consistent attribution methodology agreed upon by both
marketing and finance before campaigns launch
Scenario planning capabilities that allow both teams to
model the projected impact of budget reallocation
Performance dashboards that finance trusts because the
data is drawn from the same system of record

THE FOUR PILLARS IN ACTION

When all four pillars are in place, the marketing budget
becomes predictable, auditable, and performance-linked.
Cisco achieved 99.5% budget accuracy. Juniper Networks
maintains less than 1% quarterly variance. IKEA proved $25M in
ROI while reclaiming 125,000 hours of manual work. These are
not aspirational targets. They are documented outcomes
from enterprises that implemented this framework.

13The Marketing Budget You Can Actually Trust

https://www.uptempo.io/case-study/cisco/
https://www.uptempo.io/case-study/juniper-networks/
https://www.uptempo.io/webinar/ikea-planning/


Strategy without execution is academic. This
chapter provides a concrete, 90-day roadmap
for implementing the Four Pillars of Budget Trust.
Each phase includes specific actions, key
milestones, decision points, and the cross-
functional alignment steps required to maintain
momentum

The 90-Day
Implementation
Roadmap

Chapter 3:

The Marketing Budget You Can Actually Trust 14
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Days 1-30: Establish the Baseline

Objective: Understand where you are before deciding where to go.
The first 30 days are about diagnosis, not action. Resist the urge to
jump into solution mode. The quality of your baseline assessment
will determine the effectiveness of everything that follows.

Week 1-2: Audit Current Processes

1.Document the current marketing budget process end to end.
Map every handoff between marketing and finance, from initial
budget allocation through month-end close.

2.Identify every tool, spreadsheet, and system involved in budget
planning, tracking, and reporting. Note where data is manually
transferred between systems.

3.Quantify the time your finance team currently spends on
marketing budget reconciliation, reporting, and ad hoc
requests. Be specific: hours per month, by team member.

4.Catalog the discrepancies discovered during your last three
reconciliation cycles. What types of errors recur? What is the
average resolution time?

Week 3-4: Map Data Flows and Identify Gaps

1.Trace how marketing spend data moves from budget plan to PO
to invoice to GL entry. Document every transformation,
aggregation, or manual step along the way.

2.Identify where taxonomies diverge between marketing and
finance. Create a side-by-side mapping of marketing's budget
categories and finance's GL structure.

3.Assess the current state of your data integration. Which
systems talk to each other? Which require manual
export/import? Where are the highest-risk failure points?

4.Interview three to five marketing budget holders and three to
five finance team members. Ask each group the same
question: "On a scale of 1-10, how confident are you in the
accuracy of our marketing budget data?" Document the gap.

The Marketing Budget You Can Actually Trust

MILESTONE: DAY 30 DELIVERABLE

A baseline assessment report that includes: current process
map, time-cost analysis of manual reconciliation, taxonomy gap
analysis, data flow diagram with risk points, and a trust
confidence score from both marketing and finance
stakeholders.
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Days 31-60: Align on Shared Definitions and Governance

Objective: Build the common language and decision framework.
This is the most important phase, and the one most organizations
rush through. Skipping alignment on shared definitions will
undermine every technology investment you make later.

Week 5-6: Establish Shared Definitions

Convene a working group with representation from finance (FP&A,
controllers, marketing finance) and marketing (marketing
operations, campaign leads, planning). Together, formally define:

Budget status categories: What constitutes "planned,"
"committed," "spent," and "remaining"? When does each status
change? What triggers a forecast update?
Taxonomy mapping: Agree on how marketing's campaign
structure maps to finance's GL hierarchy. Document the
mapping in a shared reference.
Reallocation governance: Define thresholds. Below $X, marketing
can reallocate without approval. Above $X, finance review is
required. Above $Y, executive sign-off is needed.
ROI methodology: Agree on attribution model, measurement
window, and success metrics before campaigns launch, not
after.

Week 7-8: Codify Governance Standards

Document the governance framework in a shared playbook that
both teams can reference
Establish a regular cadence for joint budget reviews (biweekly is
recommended during implementation; monthly once stable)
Define escalation paths for budget variances: who is notified, at
what threshold, and what action is required
Secure final executive approval from both the CFO and CMO for
the governance framework (note: initial executive sponsorship
should be obtained at the start of the 90-day process)

The Marketing Budget You Can Actually Trust

MILESTONE: DAY 60 DELIVERABLE

A signed governance framework that includes: shared definition
glossary, taxonomy mapping document, reallocation authority
matrix, agreed ROI methodology, and joint review cadence with
named participants.
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Days 61-90: Implement Technology and Establish Continuous
Reporting

Objective: Activate the infrastructure that makes governance
sustainable.
With clear definitions and governance in place, the technology
layer becomes dramatically simpler to implement. The platform is
essential infrastructure. With clear definitions and governance in
place, you can implement the technology layer more effectively.
The platform operationalizes the agreements you have established,
making sustainable budget trust possible at enterprise scale.

Week 9-10: Platform Configuration and Integration

1.Configure the marketing system of record (system evaluation
and selection should occur during Days 31-60 alongside
governance alignment) to reflect your shared taxonomy,
organizational hierarchy, and governance rules

2.Integrate with ERP/procurement systems to establish
automated data flows for POs, invoices, and actuals

3.Set up dual-lens views: financial planner views for governance
and audit compliance, campaign-centric views for marketing
execution

4.Enable automated reconciliation workflows that match
planned spend against actuals in real time

Week 11-12: Launch and Calibrate

1.Run the platform in parallel with existing processes for two
weeks to validate data accuracy

2.Conduct a joint review with marketing and finance stakeholders
to compare platform outputs against current reporting

3.Address any discrepancies and refine configurations before
retiring manual processes

4.Establish the continuous reporting cadence defined in your
governance framework

The Marketing Budget You Can Actually Trust

MILESTONE: DAY 90 DELIVERABLE

A live, integrated marketing system of record with automated
reconciliation, real-time budget visibility, and a continuous
reporting cadence. Both marketing and finance stakeholders
confirm that the platform reflects accurate, trusted budget data.



Technology does not create trust by itself. But
without the right technology, sustaining trust at
enterprise scale is impossible. This chapter
defines what finance needs from a marketing
system of record, explains why existing tools fall
short, and provides evaluation criteria for
selecting the right platform.

The Technology
Layer

Chapter 4:

The Marketing Budget You Can Actually Trust 18
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What Finance Needs from a Marketing System of Record

From a finance perspective, the ideal marketing budget
platform delivers five capabilities:

Financial governance controls.

Role-based permissions, approval workflows, and budget
lockdowns that enforce the governance framework. When a
marketer cannot exceed their allocated budget without
triggering an approval workflow, trust is built into the system.

Complete audit trails.

Every budget change, reallocation, and approval must be
logged with timestamps, user identification, and justification.
When the auditor asks "Who approved this $500K reallocation
in March?", the answer should be one click away.

Variance tracking and alerting.

The system should automatically flag when actual spend
deviates from plan beyond defined thresholds. Finance should
not have to discover variances during month-end close. The
system should surface them in real time.

ERP integration.

Seamless, bi-directional data flow between the marketing
platform and financial systems like SAP, Oracle, Workday, or
Coupa. This eliminates manual data transfer and ensures that
both systems reflect the same reality.

Multi-currency and multi-entity support.

For global enterprises, the platform must support multiple
currencies, organizational hierarchies, and compliance
frameworks without requiring manual workarounds.

The Marketing Budget You Can Actually Trust
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Why ERPs Do Not Solve This
Finance teams often ask: "Why can’t we just use the
ERP?" ERPs are excellent at what they are designed for:
general ledger management, accounts payable,
financial consolidation, and regulatory compliance.
However, they were not built to manage campaign-level
funding, in-year variance capture, or the connection
between marketing activities and business
outcomes.

Specifically, ERPs lack:

Campaign-level budget management (ERPs track by
GL code, not by campaign or program)
Marketing-specific workflow automation (approval
routing based on campaign type, region, or
audience)
Real-time marketing forecast integration (ERPs
reflect actuals and committed POs, not marketing
forecasts)
Performance attribution (no connection between
spend data and pipeline or revenue metrics)
Scenario planning for marketing investment (cannot
model the projected impact of shifting budget
between programs)

The ERP is the system of record for financial
transactions. The marketing system of record is the layer
that sits between marketing's planning and the ERP's
financial controls, translating between the two
worldviews.

The Marketing Budget You Can Actually Trust
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# Capability Pillar

1 Dual-lens views:

financial planner +

campaign-centric

Shared Source of Truth

2 Real-time budget status

(planned, committed,

actual, forecast)

Real-Time Visibility

3 Automated

reconciliation with

ERP/procurement

Automated

Reconciliation

4 Multi-currency and

multi-entity hierarchies

Shared Source of Truth

5 Role-based permissions

and approval workflows

Shared Source of Truth

6 Complete audit trails

with change history

Shared Source of Truth

7 Variance alerting with

configurable thresholds

Real-Time Visibility

8 Performance data

integration (CRM,

marketing platforms)

Closed-Loop Attribution

9 Scenario planning and

what-if modeling

Closed-Loop Attribution

10 Pre-built integrations

with SAP, Oracle,

Workday, Coupa,

Salesforce

Automated

Reconciliation
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Evaluation Criteria: 10 Must-Have Capabilities

When evaluating platforms, use the following checklist. Each
capability maps directly to the Four Pillars of Budget Trust:

The Marketing Budget You Can Actually Trust
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The Dual-Lens Design Advantage
The fundamental challenge in marketing budgeting is
that finance and marketing need to see the same data
through different lenses. Uptempo was built specifically
to address this challenge with a dual-lens architecture
that provides spreadsheet-like views for financial
governance (multi-currency support, audit-ready
reconciliation, variance tracking) alongside campaign-
centric views for marketing execution (unified
calendars, real-time dashboards, scenario planning).
Both perspectives draw from the same underlying data
layer, so alignment is structural, not aspirational.

This dual-lens design is what makes it possible to
maintain less than 1% budget variance at enterprise
scale, because both teams are genuinely working from
the same numbers.

The Marketing Budget You Can Actually Trust
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What gets measured gets managed. This
chapter defines the KPIs for budget trust,
provides reference benchmarks from
enterprises that have implemented this
framework, and outlines how to report progress
to the C-suite.

Measuring Success

Chapter 5:

The Marketing Budget You Can Actually Trust 23



KPI Definition Target Benchmark

Budget Variance

Rate

Absolute difference

between planned and

actual marketing spend, as

a percentage of total

budget

Less than 1% quarterly

(Juniper Networks

benchmark)

Reconciliation

Cycle Time

Time from month-end

close trigger to fully

reconciled marketing

budget data

Hours, not weeks (from 80+

manual hours to automated

same-day)

Approval Cycle

Time

Average time from budget

request submission to final

decision

Less than 48 hours for

standard requests; same-

day for pre-approved

thresholds

Forecast Accuracy Percentage accuracy of

marketing's in-year spend

forecast versus actual

99.5% (Cisco benchmark)

ROI Attribution

Coverage

Percentage of marketing

spend that can be

connected to measurable

business outcomes

80%+ of total marketing

investment

Trust Confidence

Score

Joint survey score from

marketing and finance

stakeholders (1-10 scale)

8+ sustained over two

consecutive quarters

24

KPIs for Budget Trust

Track the following metrics to measure the health of your
marketing-finance alignment:

The Marketing Budget You Can Actually Trust
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Enterprise Reference Benchmarks
These benchmarks are drawn from documented enterprise
implementations:

Cisco: 99.5% Budget Accuracy

Cisco achieved 99.5% marketing budget accuracy by
implementing a unified system of record that connects
financial planning with marketing execution. This level of
accuracy means that when Cisco's finance team reviews
marketing's budget, the numbers match. Every time.

IKEA: $25M ROI Proved, 125,000 Hours Reclaimed

IKEA demonstrated $25M in marketing ROI while reclaiming
125,000 hours that were previously consumed by manual
planning and reconciliation. Those hours were redirected
from data cleanup to strategic analysis.

IBM: $6M Annual Savings

IBM realized $6M in annual savings by eliminating redundant
reporting processes and consolidating marketing financial
management into a single platform.

How to Report Progress to the C-Suite

When presenting budget trust improvements to the
executive team, lead with outcomes, not inputs. Here is a
recommended reporting framework:

Monthly: Operational Metrics. Report variance rate,
reconciliation time, and approval cycle time. These are
leading indicators that demonstrate the system is working.
Keep it brief: a one-page dashboard is sufficient.

The Marketing Budget You Can Actually Trust
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Quarterly: Financial Impact. 

Report forecast accuracy, budget savings from reduced
manual effort, and any identified cost avoidance from early
variance detection. Quantify the value in language the CFO
uses: hours saved, dollars recovered, and risk reduced.

Annually: Strategic ROI.

Report the total financial impact of improved budget trust:
marketing ROI attribution, budget optimization gains (dollars
reallocated from underperforming to high-performing
programs), and the qualitative improvement in CMO-CFO
collaboration. This is where the relationship shifts from
governance to growth.

The Marketing Budget You Can Actually Trust



You have the framework. You have the roadmap.
Now the question is: what does implementation
look like for your specific organization?

Every enterprise has unique complexities, from
multi-entity structures and global currency
requirements to specific ERP configurations and
marketing planning workflows. The principles in
this playbook are universal, but the execution will
be specific to your context.

From Playbook to
Partnership

Next Steps:

The Marketing Budget You Can Actually Trust 27
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Your Three Next Steps

1. Complete the self-assessment.

Use the Budget Trust Spectrum from Chapter 1 to
determine your organization's current level. Share the
assessment with your marketing counterpart and
compare notes. The gap between your scores is as
informative as the scores themselves.

2. Start the 30-day baseline audit.

Follow the Day 1-30 roadmap from Chapter 3 to
document your current state. You do not need
technology to begin this work. You need process
mapping, stakeholder interviews, and an honest
accounting of where manual effort is concentrated.

3. See the four pillars in action.

Schedule a demo to see how Uptempo delivers all four
pillars of budget trust in a single platform, with the dual-
lens design that gives finance the governance it
requires and marketing the agility it needs.

The Marketing Budget You Can Actually Trust

Schedule a Demo

See how Uptempo delivers the four pillars of budget
trust for enterprise finance teams.

uptempo.io/demo


