COSMO MARIANO - YOUR Al VALUE COACH - ROLE GUIDE

The CMO Guide to Al Value

Marketing owns more of the value flywheel than the org chart admits. Here is the
marketing version of the answer: your jobs, the two return lines you already own, and
the proof engine that makes pipeline cheap.

2026 Edition - A role guide from The 2026 Al Strategy, the ebook
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This guide assumes the flagship ebook, The 2026 Al Strategy (ask; it is free). The ebook carries the full

argument. This cut carries what a CMO owns, and repeats only what it must.

WHY THE CMO GETS THIS CUT

Because the value flywheel in the flagship has two return lines, and both of them are marketing. The loop
runs Create, Capture, Deliver, Sustain, and what makes it compound is the reinvestment: advocacy
feeding Capture (happy customers' proof making the next sale easier and cheaper) and voice of
customer feeding Create (what customers say and use reshaping what the business builds). Nobody
else on the executive team owns those lines. Most marketing departments do not know they own them
either, because both were unaffordable to run systematically at mid-market scale. The proof took
someone to assemble it, account by account. The customer signal sat in support tickets and sales calls
nobody mined. That is what changed.

The reinvestment loops are marketing's P&L. Advocacy is the
cheapest pipeline you will ever build, and it only exists if
delivery was real.




The marketing read compresses to one sentence: the market is drowning in Al claims, which makes
evidenced proof the scarcest asset in your category, and you are sitting on an unassembled pile
of it. A pitch to a warm, referred, evidence-backed buyer lands at multiples of the cold rate (60 to 70%
versus 5 to 20%, Marketing Metrics, Wharton). Every point of that spread is margin on your program
spend.

YOUR JOBS, STATED PROPERLY

Outcome lists are candidates from field observation; your ranking is the exercise.

WHERE IT CONNECTS

THE JOB THE OUTCOMES THAT MEASURE IT
TO THE FLAGSHIP
Demonstrate marketing's Maximize the share of marketing spend traceable to Flying Blind (the
contribution to financial pipeline and revenue; minimize the time to show a instrument panel, pointed
outcomes program's financial result at marketing)
Generate qualified demand Minimize the cost per qualified opportunity; maximize  The Capacity Ceiling
for the offering each quarter pipeline per program dollar (marketing's own
throughput)
Position the offering as new Maximize the win rate on deals decided by more Moat Inversion
competitors enter than price; maximize the share of the category
conversation held
Turn customer proof into the Maximize referenceable proof produced per quarter; The Leaky Bucket (the
next sale minimize the time from a customer result to advocacy line)
published proof
Sense what the market Minimize the time from customer signal to a change Flying Blind (the VOC line)

wants next in the offer; maximize the share of offer changes

traced to customer evidence

How your peers rank these. The surveys give you a prior, and the first row leads it by a wide margin:
demonstrating marketing's impact on financial outcomes is the #1 surveyed CMO challenge, named by
64% of marketing leaders, with the pressure to prove value rising sharply from the CFO (63%), the CEO
(61%), and the board (50%) (The CMO Survey, Duke / Deloitte / AMA, 2025). The budget context
explains why: marketing budgets fell to 7.7% of revenue and flatlined there, and 64% of CMOs say they

lack the budget to execute their strategy (Garther CMO Spend Survey, 2024, 2025). The proof migration



is measured too: 56% of buyers consult existing users before purchasing, 71% for enterprise purchases
(TrustRadius, 2024). Read the three findings together and this guide's argument assembles itself: the
function that must prove impact, on a flat budget, to buyers who trust peer evidence over claims, needs
the instrument panel and the proof engine more than it needs another tool. Your ranking against your

own program is still the exercise.

YOUR PRESSURE POINTS, IN ORDER

First: the Leaky Bucket, read from the marketing side

The revenue team reads the leak as churn. Read it as a marketer and it is something else: every
customer who leaves quietly takes their proof with them, and every customer kept without their result
being captured is an advocacy asset earning nothing. The flagship's retention machine has a marketing
output nobody prices: a continuous stream of evidenced, current, specific proof. In a category where
every vendor claims Al outcomes, the marketer who publishes measured ones, on a rhythm, is running a

different sport.

Second: Moat Inversion, because positioning is nhow a build decision

The flagship's fifth chapter says the winning move is encoding expert judgment into the interface the
customer meets first. Notice whose job that describes. The diagnostic tool on your website, the
benchmark the market checks itself against, the configurator that answers in plain language: these are
marketing assets with judgment inside, and they do what no campaign can, which is become the first
conversation in the buyer's day. Positioning used to be words about the company. It is becoming
software the market uses, and the CMO who treats the encoded-judgment play as a marketing brief, not

an IT project, gets there first.

YOUR PLAYS FROM THE MENU

PLAY WHAT IT IS WHAT IT RETURNS
1. Agents on In bounded workflows: list building, drafting, Program throughput up without
marketing's volume versioning, reporting, scoring on live data, with your agency spend; cost per qualified

work team directing opportunity down



PLAY

WHAT IT IS

WHAT IT RETURNS

2. The proof engine

3. Judgment into
the public layer

4. The VOC engine

The proactive-ROI agent's output (each customer's
measured result) flowing to marketing as evidence,

anonymized and published on a rhythm

Your firm's expertise encoded into tools the market
uses: the self-assessment, the benchmark, the instant

answer

Agents mining support, sales, and usage signals into
a monthly read of what the market is asking for

The scarcest asset in the category,
produced as a by-product of
retention

The category conversation held;
the first conversation of the buyer's

day owned

The offer changes before the
competitor's does; marketing
earns a seat in Create

A sequencing note: play 2 depends on the retention machine existing (the CRO cut of this series carries

it), which makes the CMO and CRO natural co-sponsors of the same build. In our experience that co-

sponsorship is the difference between a churn tool and a growth engine: revenue works the save list,

marketing harvests the proof, and one build pays two functions.

THE WORKFLOWS AND THE AGENTS

The plays above are the strategy. Here is where they land in the marketing function: the specific

workflows, and the agent that runs each. Rows marked emerging are real but early; pilot them narrow.

Everything else is proven in production across the category as of this writing.

WHAT YOUR TEAM THE OUTCOME
WORKFLOW THE AGENT OR COPILOT
DOES INSTEAD IT MOVES
Campaign Content and versioning agents drafting Marketers direct, edit, Program
production variants, formats, and localizations from and decide, instead of throughput on a
your approved source material producing flat budget
Campaign Budget, bid, audience, and creative-rotation Marketers set goals and Return on ad

execution and

optimization

agents inside the ad platforms, adjusting in guardrails, and review spend; cost per
flight against your goals. The most widely weekly instead of pulling qualified
deployed Al in marketing, and not set-and- levers daily opportunity

forget: performance drifts unwatched



WORKFLOW

THE AGENT OR COPILOT

WHAT YOUR TEAM
DOES INSTEAD

THE OUTCOME
IT MOVES

Hyper-
personalization

Lead scoring and
routing

Conversational

marketing

Market research

Al-search visibility

Brand and
competitor

listening

Proof assembly

Attribution and
reporting

A personalization agent assembling per-
recipient subject lines, content blocks, send
times, and offers across email and site,

from behavioral data

A scoring agent working live behavioral,

intent, and firmographic signals

A website agent qualifying visitors,
answering product questions, and booking

meetings around the clock

A research agent running concept tests
against synthetic panels and coding open-
ended responses at scale, then validating
winners with real respondents (augment
and validate; synthetic-only research

disappoints)

A monitoring agent tracking whether and
how Al assistants cite your firm when
buyers ask, flagging the content and
authority gaps (emerging discipline; most
brands do not track this yet, which is the

opening)

An always-on listening agent summarizing
themes across social, reviews, and press,

alerting on spikes

A proof agent turning the retention
machine's measured results into

anonymized, publishable evidence

An assembly agent tying program spend to
pipeline and revenue on the instrument

panel

Marketers design the
system of messages,

not each message

Sales development
works ranked lists, not
raw ones

The team takes the
qualified conversations,

not the tire kickers

The insight team
designs and interprets,
in days instead of

months

The team fixes what the
monitor finds, ahead of

the category

The team acts on alerts
instead of reading

dashboards

Marketing publishes on
a rhythm instead of

chasing references

You answer the CFO's
question with a number,
not a debate

Conversion rate;

revenue per send

Cost per qualified
opportunity

Pipeline from
traffic you already

paid for

Time to a

defensible insight

Share of Al-
assistant citations

in your category

Time to detect a

narrative shift

Proof shipped per

quarter

Share of spend
traceable to

revenue



WHAT YOUR TEAM THE OUTCOME
WORKFLOW THE AGENT OR COPILOT

DOES INSTEAD IT MOVES
Voice-of-customer A VOC agent mining support tickets, sales The insight brief writes Time from signal
mining calls, and usage signals into a monthly itself; your team argues to offer change
market read about what to do, not
what was said
The public tool Your firm's judgment encoded into the self- The market meets your Share of the
assessment or benchmark the market uses expertise before it category
meets your competitors' conversation
claims

Every row runs the series pattern: bounded, instrumented workflows, agents on the defined operating
work, humans governing the seams. In marketing the seams are the brand and the claims: nothing
customer-visible ships without a person's approval, and nothing cites a number the instrument panel

cannot back.

YOUR SCOREBOARD

TODAY'S THE LAGGING METRIC IT PROTECTS
LEADING INDICATOR (MONTHLY)
VALUE (QUARTERLY)
Share of marketing spend traceable to The CFO conversation; next year's budget (your
pipeline and revenue peers' #1 surveyed pain)
Cost per qualified opportunity Pipeline; program ROI
Win rate on deals decided by more than Pricing power; new revenue quality
price
Referenceable proof shipped per quarter Win rate; cost of sale
Time from customer result to published The advocacy line's yield
proof
Time from customer signal to offer Revenue grown from existing customers

change



THE HONESTY CONSTRAINT, AND WHY IT IS A
MARKETING ADVANTAGE

One rule from the flagship matters more to marketing than to any other function: the advocacy loop only
works if delivery actually happened. Oversell, and the proof engine starves; the flywheel punishes theater
automatically. Read that as a constraint and it is annoying. Read it as a strategist and it is the positioning:
in a category defined by inflated claims (by industry estimates most Al pilots fail, and buyers know it), the
marketer whose every public number traces to a measured result is spending trust the competitors

cannot mint. Claim the mechanism, prove the outcome, and let the category's noise be your contrast.

Everyone claims Al outcomes. Publish measured
ones.

The proof engine is the cheapest pipeline in the business, and it compounds.

WHERE TO START

The proof audit, built from your accounts.

Tell us your ten best customer relationships and what your firm did for each. We map which
results could be evidenced today, what the proof pipeline would look like on a quarterly rhythm,
and where a public tool could put your judgment in front of the market first. A directional read,
yours to keep either way. Reply and we will send it. For the full argument, ask for The 2026 Al
Strategy, the full ebook.

Cosmo Mariano 2@ XSDEFKS.Ei

ACCOUNTABLE FROM IDEA TO OUTCOME

Your Al Value Coach - Chief Client Outcomes Officer, XSparks - cosmo@xsparks.ai

Cosmo Mariano, Your Al Value Coach - The CMO Guide to Al Value - 2026 Edition
A role guide from The 2026 Al Strategy, the ebook. Frameworks: Mariano IP - Delivered by XSparks, Global Al Transformation



Firm - No Al Theater. Accountable from Idea to Outcome.
Sources cited inline: Marketing Metrics, Wharton School Publishing; MIT Project NANDA (2025); The CMO Survey, Duke /
Deloitte / AMA (2025); Gartner CMO Spend Survey (2024, 2025); TrustRadius B2B Buying Disconnect (2024). Composite
figures are illustrative and directional. © 2026 Cosmo Mariano.
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