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Executive Summary

Transformation in financial services marketing isn’t a reorg. It’s a system rebuild—
anchored to enterprise strategy, built around how the business actually makes
money, and proven through measurable outcomes that leadership believes.

From the inside, it looks like this:

- Marketing speaks the language of the enterprise roadmap (3-year plans,
transformation programs, CFO priorities).

The organization is designed to serve two customers: the end consumer and the
distribution channel (field/advisors/partners).

Teams operate with systems thinking: shared processes, integrated media +

creative planning, and closed-loop learning.

Personalization scales through enablement and governance—not heroics.

Measurement focuses on business outcomes while still using leading indicators
when data is imperfect.

This paper outlines a practical playbook for CMOs leading marketing transformation
in a B2B2C model—where distribution is not a channel, but the engine.
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@) Start Where Transformation Actually Starts: The
Enterprise Roadmap

Marketing transformation gains speed when it is clearly tied to enterprise objectives, and not marketing
“initiatives.”

What to do now

- Translate the enterprise strategy (3-year / 5-year roadmap) into 3—5 marketing imperatives with clear outcomes.
- Build a shared narrative with Finance: “Here is the enterprise goal » here’s the marketing lever = here’s the KPI”

Why it works

- It turns marketing from a service function into a strategic business partner.
- It aligns priorities across Product, Distribution, CX, and Data.

Practical move

Create a 1-page “Enterprise-to-Marketing Translation Map”:
- Enterprise Pillar » Marketing Outcome » Workstreams = KPl owners » Cadence
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€) Use values to drive adoption when the org resists
change

Transformation is disruptive. People default to old processes, especially in regulated environments. Values are
the stabilizer that makes change culturally executable.

What to do now

- Pick 2-3 values that support transformation (e.g., “challenge the status quo,” “lead with head/heart/hands”).
- Reward the behaviors that match the new operating model (cross-functional collaboration, experimentation, measurable learning).

Why it works

- Values become a shorthand for “how we behave when things are hard.”
- They reduce political friction during org redesign and prioritization.
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€) Embrace budget cuts as a forcing function (yes, really)

Budget pressure is often the moment transformation becomes real. Cuts force teams to stop doing legacy work
that can’t be defended.

What to do now

- Treat budget cuts as a reset: “We are not trimming. We are reallocating.”

- Run a rapid “activity rationalization” across:

« campaigns, channels, sponsorships, agency spend, tools, and internal effort

- Reinvest savings into capabilities that scale (process, analytics, enablement, personalization infrastructure).

Leadership posture that matters:

- Creative + resourceful + business-centric. Budget constraints push the team to prove what actually drives outcomes.
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@) Honor brand legacy, but evolve the narrative before it
becomes generic

Legacy brands win on trust. They lose when their narrative becomes indistinguishable in-market.

What to do now

« Map your brand narrative across time:

» What the brand stood for historically

» What it stands for today

» Where the category is converging (where everyone sounds the same)
- Identify the “kernel insight” customers are telling you (confusion, complexity, blind spots, anxiety, etc.).
« Reposition with a promise that is both simple and meaningful.

Why it works

- It preserves what made the business successful (non-negotiables) while enabling differentiation today.
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@ Design marketing around the business model: “How
do we make money?”

In B2B2C financial services, you are not just marketing to consumers. You are enabling a distribution engine.

Key reality:

- If most touches happen through advisors/field/partners, marketing must be built to serve them as a customer segment because they control reach,

conversion, and relationship depth.

What to do now

- Draw the revenue model on one page (literally):
» Revenue drivers
» Conversion path
» Role of distribution
» Where marketing influences outcomes
- Segment distribution like a market:
» solo advisors vs teams vs large practices
» different needs, different enablement, different content

Why it works

. It prevents “DTC wishful thinking” that doesn’t match product complexity.

- It focuses marketing investments on the true growth levers.
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Build a hybrid org model: “roots to market” + centers
of excellence

A practical structure for transformation is a hybrid model:

- Channel leaders who own outcomes (client marketing, field marketing)
- Centers of excellence that scale capabilities (brand strategy, product marketing, digital, media, measurement, ops, research, creative)

Two structural moves that unlock transformation

- Brand Strategy + Product Marketing together
» Links emotional payoff (brand) to functional need (product)
» Wins in the 10% of moments when customers are actually in-market

- Creative + Insights together
» Ensures creative ideation is informed by what customers and the business need next

Why it works

- Channel leaders keep you market-facing.
« COEs keep you modern, consistent, and efficient.




Digital Marketing ror
Financial Services ISI:ITSRTPI"{'Eg}EI

Summit

€) Systems thinking: create a campaign process that
forces collaboration

Without a shared campaign process, “transformation” becomes siloed work with meetings.

What to do now

- Implement a campaign process that defines:

» who comes together, when

» accountabilities + handoffs

» where channel planning meets creative + media + measurement early
- Bring media strategy into step one, and not after the creative is done.

Why it works

- It reduces rework and improves performance because assets are built for the channel environment from the start.
. It supports cross-functional partners (Product, Distribution, Data, Corporate Strategy).
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€) Enable distribution at scale: turnkey assets +
compliant workflows

In a B2B2C model, enablement is marketing’s multiplier.

What to do now

- Provide turnkey, compliant assets:
» email templates, social posts, microsites, landing pages, event kits
- Build platforms and workflows that make distribution participation easy:
» opt-in/opt-out controls
» localized co-branding
» simplified publishing and approvals

What to measure

- “Field Experience” (or equivalent) satisfaction with marketing support
- performance lift when campaigns go through the field vs home office

Why it works

- Marketing becomes an accelerant for conversion, not just awareness.

- Distribution becomes a feedback loop for creative, messaging, and product priorities.
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) Co-creation: build feedback loops that let you pivot
faster than the market

When the field/distribution is part of the marketing conversation, you can pivot before your campaign becomes
stale.

What to do now

- Formalize co-creation cadences:
» committees, quarterly councils, testing panels
- Test campaign concepts with distribution before full rollout.
- Use feedback as a strategic input even when measurement systems lag.

Why it works

« You build agility without requiring perfect data.

« You reduce risk and increase adoption.
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@ Measurement: tie to business outcomes, use leading
Indicators when data is imperfect

Perfect attribution is rare in financial services. That doesn’t mean you can’t prove impact.

What to do now

- Anchor OKRs to business outcomes:

» New client growth, conversion lift, retention, recruiting pipeline, advisor enablement adoption
« Run experiments where possible:

» Holdouts, with/without marketing tests

» Integration tests (home office vs field deployment)
« Track leading indicators:

» engagement, brand health index, consideration metrics, distribution satisfaction

Why it works

« Business-centric KPIs motivate teams and secure executive buy-in.

- You demonstrate progress even when the data plumbing is incomplete.




Digital Marketing ror
Financial Services

Summit

Where to go deeper at the upcoming DMFS Summits

DMFS Midwest 2026 (September 22-23, Chicago) Full Agenda —

» Panel Discussion: Humanizing the Financial Experience. September 22. Scaling personalization in the customer journey without losing the human
touch

» Masterclass: Small Team, Big Output. September 22. Practical Al applications that multiply marketing output without adding headcount

» Panel Discussion: Financial Advisor Marketing. September 23. Giving advisors the training and tools to drive sales and brand consistency

» Industry Expert Presentation: Harmonize Personalization, Trust & Compliance. September 23. Configuring Al-driven personalization to deliver secure,
compliant customer experiences

» Industry Expert: The Hidden Cost of Inaction. September 23. Building the case for change by quantifying the growth, relevance, and market-share
losses tied to delay

DMFS NY 2026 (October 28-29, New York Hilton Midtown) Full Agenda —

» Keynote Panel: Intelligent Content Engine. October 28. Using audience data and Al-assisted tools to guide content creation and distribution at scale.
Martina Gago (Citi), Kevin Daku (Global X ETFs), Olympia Moukas (formerly TIAA), moderated by Anand Solanki (Citadel)

» Industry Expert Presentation: Seeing What You Can’t. October 28. Using external market signals to close the blind spots internal CRM data can’t see,
aimed at winning the next generation of wealth. Charlie Grinnell, RightMetric

» Panel Discussion: Automation Powerhouse. October 28. Automating repetitive marketing workflows to free up teams for strategy and creative work.
Alex Bogun, JP Morgan (Chase Sapphire)

» Panel Discussion: Leading the Shift. October 29. Using modern marketing to balance tradition with transformation in a legacy industry. Mary Koomson
(RBC Global Asset Management), Elizabeth Avery (Wells Fargo), Tamra A.B. O’'Donnell (Canandaigua National Bank)
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https://financialdigitalmarketingmidwest.com/download-brochure/
https://www.financialdigitalmarketingus.com/download-brochure/
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The Transformation Checklist

Perfect attribution is rare in financial services. That doesn’t mean you can’t prove impact.

1. Enterprise alignment 5. Personalization at scale (governed)alignment
3-5 marketing priorities tied to the enterprise roadmap (not channel goals) Templates + compliant libraries + reusable blocks (not “hero work”)
Clear chain: Enterprise goal » Marketing lever » KPI Auditable approvals + accessibility baked in
Cross-functional buy-in cadence (Finance/Product/Distribution/CX/Data) Personalization logic based on need-state/life-stage

2. Distribution as a customer segment 6. Co-creation loops
Distribution has its own “CX” (enablement offer + support model) Formal distribution feedback loop (testing panels/councils)
Distribution segmented (solo vs teams vs large practices) Feedback drives pivots even when data lags
Track adoption + satisfaction + “field vs home office” performance lift

7. Measurement that leadership believes

3. Hybrid org (channels + COEs) OKRs tied to business outcomes (growth, conversion, retention, recruiting)
Channel owners accountable to outcomes (Client/Field) Experiments where possible (holdouts, with/without, field vs home office)
COEs scale capabilities (Brand / Product / Digital / Media / Measurement / Ops / Leading indicators tracked when attribution is imperfect

Research / Creative)

Key pairings enabled (Brand+Product, Creative+insights)

4. One campaign process

Defined handoffs + owners + approval flow

Media brought in at step one with creative + measurement

Cross-functional inputs built into the workflow (not ad hoc meetings)
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Author’s
Note

This white paper is written for financial services marketing leaders operating in a
B2B2C model. Growth depends as much on distribution (advisors/field/partners)
as it does on the end customer.

The CMO Transformation Playbook for B2B2C Financial Services is a practical
operating playbook, built from themes and language pulled directly from recent
DMEFES session transcripts and the current DMFS Charlotte + DMFS Canada
agendas.

A full source list with links is included in the final pages of this white paper under Ta uf|q Haq ue
“Sources.” Feel free to reach out if you have any queries.

Sr. Marketing Manager

Sincerely,

Taufig Haque
Sr. Marketing Manager, Strategy Institute
taufig@strategyinstitute | +1 613 854 4802
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Sources

A) Video sessions (transcript sources)

How Lynn Teo Transformed Marketing at Northwestern Mutual | CMO Playbook | DMFS NY u

Top B2B Marketing Trends for 2024: Al, Gen Z, and First-Party Data | DMFS NY u

How to Use Al Video to Boost Engagement in Financial Marketing | DMFS NY u

How Credit Karma Evolved Digital Marketing: Influencer Strategy and TikTok Success | DMFS NY u

B) DMFS 2026 Agendas/Brochures

« DMFS Midwest 2026 Brochure

Full Agenda —
« DMFS NY 2026 Brochure Full Agenda —

B) Internal agenda documents (provided by you in this thread)

« DMFS Charlotte 2026 Working Agenda (internal agenda draft)

« DMFS Canada Summit 2026 Working Agenda (internal agenda draft)



https://www.youtube.com/watch?v=lfradV_7BV4
https://www.youtube.com/watch?v=lqPZVzmnPiU
https://www.youtube.com/watch?v=dvRG1gKj1lw
https://www.youtube.com/watch?v=L2rtGeKXXO8
https://financialdigitalmarketingmidwest.com/download-brochure/
https://www.financialdigitalmarketingus.com/download-brochure/

