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In most large enterprises, marketing represents the single largest discretionary

spend category. For a company with $2B+ in revenue, the marketing budget can

easily exceed $100M annually. Yet despite its scale and strategic importance,

marketing remains the least governed, least visible, and least connected function

in the financial planning ecosystem.

Finance has ERP. Sales has CRM. HR has HRIS. Marketing has... spreadsheets. While

every other major business function operates within a system of record that

connects planning to execution to outcomes, marketing still relies on a patchwork

of disconnected tools, manual reconciliation, and quarterly lookback reports that

arrive too late to inform decisions.

The Gartner 2025 CMO Spend Survey confirms the stakes: marketing budgets have

flatlined at 7.7% of overall company revenue, and 59% of CMOs say they lack

sufficient budget to execute their strategies. With budgets under pressure, the

need for financial governance over marketing spend has never been more urgent.

For FP&A leaders, this creates a paradox. You are accountable for forecast

accuracy, budget discipline, and capital allocation across the enterprise. But the

function consuming the largest pool of discretionary spend operates largely

outside your governance framework. The result: forecast variance, unverifiable ROI

claims, and an adversarial dynamic where finance becomes the “budget cop”

rather than a strategic growth partner.

Introduction: Why

Marketing Is FP&A’s
Biggest Blind Spot

What This Guide Covers

This guide is written specifically for Heads of FP&A and finance leaders
responsible for enterprise budgeting and forecasting. It provides a practical
framework for extending financial governance to marketing without slowing
down the agility that marketers need. You will learn how to close the marketing
governance gap, adapt variance analysis and forecasting methods for
marketing-specific needs, build a shared operating cadence between FP&A

and marketing, and evaluate the right platform to serve as the connective
tissue between both functions.
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Every other budget category in your enterprise follows a predictable governance
pattern: plan, commit, spend, reconcile, report. Marketing does too, in theory. In
practice, the velocity, granularity, and complexity of marketing spend makes
standard FP&A governance frameworks nearly impossible to apply without the right
infrastructure.

How Marketing Budget Management Differs

Consider the way your organization governs capital expenditures, R&D investments,
or operational budgets. Finance sets targets. Business units build plans within
those targets. Spend is tracked against commitments through your ERP. Variances
are flagged monthly. This process works because the cadence of spend in these
areas aligns with traditional financial planning cycles.

Marketing operates differently. A global enterprise with a $100M+ budget may have
75 or more individual budget holders, each managing campaigns, programs, and
activities that shift weekly. A single campaign may span paid media, events, content
production, agency fees, and technology costs, all hitting different GL codes, all
moving at different velocities. According to Forrester’s research on B2B
marketing budgets, only 35% of marketing leaders expect budget increases above
5%, making precise allocation and governance even more critical.

Why Standard FP&A Tools Fall Short

Your ERP tracks spend at the GL code and cost center level. That is the right level of
granularity for finance. But it is the wrong level for marketing. When a CMO asks,
“How much did we spend on our North America product launch campaign for the
new enterprise tier across all regions?”, your ERP cannot answer that question. It
can tell you how much was spent in GL code 7200 (advertising) or cost center 4500
(North America marketing). It cannot connect those line items to the campaign
that drove the investment, the performance outcomes it generated, or the original
strategic rationale behind it.

FP&A platforms like Anaplan or Planful provide excellent modeling and forecasting
capabilities for corporate finance. But they were not built to manage campaign-
level funding, in-year reallocation velocity, or the multi-channel attribution that
marketing requires. The gap between what marketing needs and what finance
systems provide is where governance breaks down.

Chapter 1: The Marketing
Governance Gap
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The Cost of the Governance Gap

When marketing spend operates outside your governance framework, the
downstream consequences are measurable:

Forecast inaccuracy. Marketing’s rolling forecasts are often built in spreadsheets
that are outdated by the time they reach your desk. Without real-time
commitment tracking, your quarterly forecasts carry avoidable variance.

Misallocated spend. Without visibility into campaign-level performance,

underperforming programs continue to consume budget while high-performing
initiatives are starved for resources. Enterprises using Uptempo have
documented the ability to reallocate 25% of their marketing budget to higher-
performing programs, unlocking $10 to $50M in value on a $1B budget.

Unverifiable ROI. When finance cannot trace a marketing dollar from plan to
commitment to spend to outcome, every ROI claim from marketing becomes an
assertion rather than a fact. This erodes trust and fuels the adversarial dynamic
between the two functions.

Manual reconciliation overhead. Finance teams spend weeks each quarter
reconciling marketing spend across spreadsheets, PO systems, and GL exports.

IKEA reclaimed 125K hours of manual effort after implementing a marketing
System of Record. Cisco achieved approximately 99.5% budget accuracy with
approval cycles reduced to less than 48 hours.

FP&A Self-Assessment

Ask yourself: How quickly can your team answer “What did marketing’s $X
investment return?” with confidence? If the answer is “weeks” or “we can’t,”
you are operating in the governance gap.
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Budget State Definition

Planned
The approved budget allocation for a campaign,

program, or activity at the start of the period.

Committed

Funds tied to approved purchase orders, vendor
contracts, or signed insertion orders. This is a forward-

looking liability that standard variance analysis often
misses.

Actual Invoiced and reconciled spend recorded in the GL.

Reconciled
Actuals matched back to original commitments and
plans, with discrepancies identified and resolved.

The good news: FP&A already possesses the frameworks needed to govern
marketing spend. Variance analysis, continuous forecasting, budget allocation
optimization, and approval controls are your core competencies. The challenge is
adapting these frameworks for marketing’s unique operating model.

Variance Analysis Adapted for Marketing

In traditional FP&A, variance analysis compares planned versus actual at the end of
a reporting period. For marketing, this is necessary but insufficient. Marketing
budgets move through four distinct states that require tracking:

Chapter 2: Extending
Financial Rigor to
Marketing

The critical insight for FP&A is the “committed” state. In marketing, large sums are
committed via purchase orders, media buys, and event contracts well before they

appear as actuals in your GL. Without visibility into commitments, your forecast will
consistently understate actual spend, creating the quarterly variance surprises
that erode finance’s confidence in marketing’s financial discipline.
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From Static Budgets to Continuous Re-forecasting

Annual budget cycles followed by quarterly reforecasts are the standard in most
enterprises. But marketing campaigns launch and adjust weekly. A quarterly static
budget cannot keep pace with the velocity of marketing decisions. Research from
FP&A Trends confirms that leading finance teams are moving toward continuous
forecasting models that update as new operational data becomes available.

For marketing, continuous re-forecasting means:

Weekly forecast updates from budget holders at the campaign level, not just
the cost center level.

Automated variance detection that flags when committed spend exceeds
planned thresholds before actuals hit the GL.

Rolling 12-month views that incorporate campaign seasonality, event
schedules, and media buying cycles.

Scenario planning that models the impact of mid-flight reallocations on year-

end forecasts.

Juniper Networks, for example, uses this approach to maintain budget variance
within 1% each quarter, a level of precision that gives their finance leadership
confidence in marketing’s numbers and reduces end-of-period reconciliation to a
routine exercise rather than a crisis.

Budget Allocation Optimization

When marketing lacks real-time visibility into performance by campaign, budget
reallocation becomes a quarterly negotiation rather than a data-driven decision.

FP&A leaders can change this dynamic by enabling what Uptempo calls “mid-flight
optimization”: the ability to shift budget from underperforming programs to high-

performing ones during the execution cycle, not after it.

This requires three capabilities working together: real-time spend visibility at the
campaign level, performance data connected to spend data, and governance
controls that allow reallocation within approved thresholds while flagging
exceptions for review. Enterprises using this approach have documented the ability
to reallocate resources to programs delivering 2x or greater ROI, unlocking $40M+

in value for organizations managing $1B budgets.
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Governance Controls Marketing Needs

The governance controls that work for other business functions apply to marketing
as well, but they must be implemented at the right level of granularity:

Approval workflows that route budget requests, reallocations, and new

commitments through the appropriate chain of command based on dollar
thresholds.

Commitment tracking that captures POs, vendor contracts, and media insertion
orders as forward-looking liabilities against the budget.

Spend limits and alerts that notify both marketing budget holders and finance
when a budget line is approaching or exceeding its allocation.

Audit trails that document every budget change, approval, and reallocation for
compliance and year-end review.
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Governance frameworks and controls are only effective when both functions,

finance and marketing, are working from the same data, the same cadence, and
the same definition of success. This chapter addresses the operational
alignment required to make the partnership productive.

Shared Taxonomy: Campaign Structure Meets Cost Center
Structure

The fundamental disconnect between marketing and finance is structural.
Marketing organizes spend by campaigns, programs, and activities. Finance
organizes spend by GL codes, cost centers, and business units. Neither structure
is wrong; they simply represent different views of the same dollars.

The solution is a dual-hierarchy model that maps marketing’s campaign structure
to finance’s cost center structure in real time. When a marketer allocates $50,000

to a demand generation campaign, that investment should simultaneously appear
in marketing’s campaign view and finance’s GL view, without requiring manual
reclassification. This is what it means to build a shared framework for organizing
marketing budgets that serves both functions from a single source of truth.

This dual-hierarchy approach eliminates the most time-consuming aspect of the
marketing-finance relationship: the monthly or quarterly exercise of translating
marketing’s spend reports into finance’s GL structure. When both views are
connected in a single system, reconciliation becomes automatic rather than
manual.

Shared Cadence: Integrating Marketing into the FP&A Planning
Cycle

Too often, marketing and FP&A operate on disconnected planning calendars.

Finance runs annual budgets with quarterly reforecasts. Marketing runs rolling
campaign plans that shift monthly. This misalignment creates friction at every
intersection.

Chapter 3: Building the
Bridge Between FP&A

and Marketing
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Cadence FP&A Focus Marketing Contribution

Monthly
Variance review,

commitment tracking

Updated campaign-level

forecasts, commitment status,

reallocation requests

Quarterly
Reforecast, scenario

planning, budget review

Campaign performance vs.

plan, reallocation

recommendations, next-

quarter investment plan

Annual
Budget setting, strategic

alignment

Marketing strategy brief,

investment priorities, ROI

targets by program category

A better approach integrates key marketing milestones into the FP&A planning
cycle:

This shared cadence transforms the marketing-finance relationship from a
reactive reconciliation exercise into a proactive planning partnership. When FP&A

receives campaign-level forecasts monthly, variance surprises at quarter-end
become rare. When marketing receives investment performance data from
finance quarterly, budget reallocation decisions become data-driven rather than
political.

Shared Metrics: KPIs Both Functions Should Track

Finance and marketing have historically measured success differently. Finance
tracks budget accuracy, forecast variance, and cost efficiency. Marketing tracks
leads, pipeline, brand awareness, and attribution. The gap between these
measurement frameworks is where trust breaks down.
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The KPIs that bridge both worlds include:

Budget accuracy: Planned versus actual spend at the campaign level, with a
target of less than 1% variance. This is the metric that gives finance
confidence in marketing’s financial discipline.

Forecast accuracy: Predicted versus actual spend by quarter, measured as
a rolling average. Leading enterprises using a marketing system of record
achieve 99.5% accuracy.

Reallocation velocity: Time from reallocation decision to execution. The
faster this cycle, the more responsive the organization is to market
conditions.

Approval cycle time: Time from budget request to approval. Best-in-class
organizations complete approvals in less than 48 hours, compared to the
industry average of two to three weeks.

ROMI (Return on Marketing Investment): Revenue or pipeline generated per
dollar of marketing spend, measured at the campaign level. This is the metric
that transforms the FP&A-marketing relationship from adversarial to
collaborative.

The Role of a Marketing System of Record

Just as an ERP serves as the system of record for financial transactions and a
CRM serves as the system of record for customer relationships, marketing
needs its own system of record that connects plans, budgets, spend, and
performance in a single platform. This is the connective tissue that makes
shared taxonomy, shared cadence, and shared metrics possible.

Without this connective tissue, every bridge-building effort between FP&A and
marketing requires manual processes, custom integrations, and human
translators who spend their time reconciling data rather than analyzing it. With
it, the dual-hierarchy model works automatically, forecasts update in real time,

and both functions can trust the same numbers.
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If your organization is ready to close the marketing governance gap, the platform you

choose matters. Not all marketing technology is built to meet the needs of both
finance and marketing. This chapter outlines the evaluation criteria from an FP&A

perspective.

Must-Have Capabilities for FP&A

Any platform that connects marketing spend to your financial governance framework
must support the complexity of enterprise finance:

Multi-currency and multi-entity support. Global enterprises manage marketing
budgets across currencies, legal entities, and regions. The platform must handle
currency conversion, inter-company allocations, and consolidated reporting
natively.

Hierarchy mapping. The dual-hierarchy model described in Chapter 3 requires a
platform that can map marketing’s campaign taxonomy to finance’s GL and cost
center structure, and keep both views synchronized in real time.

ERP integration. The platform must connect to your ERP (SAP, Oracle, Workday, or
equivalent) to ingest actuals, synchronize GL data, and support automated
reconciliation. Without this integration, you are adding another disconnected
system rather than solving the governance problem.

Financial planner views. FP&A professionals should not have to learn a
marketing-native interface to access the data they need. The platform should
offer spreadsheet-like financial views with the governance controls, audit
capabilities, and reporting formats that finance expects.

Must-Have Capabilities for Governance

Approval workflows with configurable thresholds, routing rules, and exception
handling.

Audit trails that capture every budget change, reallocation, and approval with
timestamps, user attribution, and contextual notes.

Variance tracking across all four budget states (planned, committed, actual,
reconciled) with automated alerts for threshold breaches.

Reconciliation automation that matches POs and invoices to budget line items
without manual intervention.

Chapter 4: Evaluating a
Marketing Financial
Management Platform
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Must-Have Capabilities for Insight

ROI attribution that connects spend to outcomes at the campaign level, not just
the channel or cost center level.

Forecast modeling that enables scenario planning for budget reallocation,

including the ability to project year-end outcomes under multiple spend
scenarios.

Scenario planning that allows both finance and marketing to test “what if”

scenarios before committing resources.

Reference: Uptempo for FP&A

Uptempo is the only enterprise platform purpose-built for marketing that
bridges Finance and Marketing in one system of record. It provides financial
planner views designed for FP&A professionals with spreadsheet-like
governance, multi-currency support, audit-ready reconciliation, and less than
1% budget variance. Explore how Uptempo supports marketing finance teams.
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The role of FP&A in marketing governance is not to become the gatekeeper who
slows marketing down. It is to become the partner who brings financial discipline to
marketing’s most important investment decisions, enabling faster, more confident
allocation of resources to the programs that drive growth.

This is the shift from “budget cop” to “growth enabler.” When FP&A provides
marketing with real-time visibility into spend, connected forecasting tools, and
governance controls that accelerate approvals rather than bottleneck them, the
dynamic changes. Marketing starts to see finance as an ally. Finance starts to trust
marketing’s numbers. And the C-suite gets what it has always wanted: a clear,

defensible view of what marketing spend delivers.

The proof points are real. Enterprises using Uptempo as their marketing system of
record have achieved approximately 99.5% budget accuracy, maintained quarterly
variance below 1%, and reduced approval cycles from weeks to less than 48 hours.

These are not just marketing metrics; they are finance metrics. And they

demonstrate that when the right infrastructure is in place, marketing can operate
with the same financial discipline as any other business function.

The question is not whether marketing needs better financial governance. The
question is whether your organization will build that governance proactively, with
FP&A as a strategic partner, or reactively, after the next budget variance surprise
forces the conversation.

Closing: The FP&A

Leader’s Opportunity

Ready to see how this works in practice?

Uptempo offers FP&A-specific demos that walk through the financial
planner views, ERP integration, and governance workflows described in this
guide. Schedule a demo focused on FP&A use cases and see how leading
enterprises achieve less than 1% budget variance with connected
marketing financial management.

About Uptempo: Uptempo is the enterprise marketing operations platform that
unifies financial, planning, spending, and performance data into a single source of
truth. The Uptempo platform enables marketers to lead with confidence, accelerate
time to market, and increase revenue contribution by helping them plan better,

pivot faster, spend smarter, and execute with confidence. Uptempo is used by more
than 625,000 marketers at 350+ leading enterprises, including Autodesk, BestBuy,

Unilever, and Land O’Lakes. Learn more at uptempo.io.

The FP&A Leader’s Guide to Marketing Budget Governance

https://www.uptempo.io/demo/
https://www.uptempo.io/

