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CIR Project

Project 
Continuous Improvement in 

Return (CIR)
(Meier, Banks)

Project 

Objective

Expected

Outcome

Roadmap for all involved in 

Marketing Accountability 

Journey  

Issue

Addressed
Continuous Improvement 

requires more than Science

Document elements of  

Science & Governance for 

CIR, then measure success 

& revise Roadmap

2014 & OngoingWhen

Strategy
Document “what is 

known” about the 

Science and the 

Governance required 

for continuous 

improvement in 

return, then create 

roadmap and 

measure/track 

success (revising 

map over time) 



©2019 MASB    3

◼ A science- and governance-based system for marketers and 

their colleagues to “CIR” i.e. continuously improve financial 

returns

◼ Based on:

◼ In-depth interviews with 23 CIR experts

◼ Roadmap and MASB Marketing Value Chain

◼ Definitions of 13 critical science and governance capabilities

◼ Assessment tools and guided interviews

◼ Provides progress over time

◼ Available to all MASB Marketer members and for a fee to non-

members

MASB CIR
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MASB CIR Key Terms & Definitions
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1 Measurement

Development

Process of improving measurement reliability, predictive validity, sensitivity & calibration

2 Integrated Data Bases A method for managing data from multiple sources and combining it around some type of 

single ID (e.g. a single customer). Integrated databases provide marketers and other 

decision-makers with a unified view of these multiple, sometimes disparate, data sources.

3 Research-on-Research/   

Analytics

Process of explaining variance/identifying the causal drivers of the business or human 

behavior.

4 Knowledge Profound understanding (of the business process or human & customer behavior) that yield a

clear prioritization of action; Learning or principles that yield true predictions with unvarying 

uniformity (MR Vision 2003).

5 Better Practice/

Continuous Learning

Documented method of operating that yields higher level of performance than other operating 

behaviors (BID); Process of applying Knowledge to the operating process for improved 

performance.

6 Forecasting Models Analytical techniques that represent causal relationships among various conditions & actions 

taken to achieve specific business results and forecast future outcomes of various potential 

actions & conditions (IBID).
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MASB CIR Key Terms & Definitions
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7 Cross-Functional Team

with CIR Orientation

X-Functional Team w/CI Orientation, Common Purpose & Rewards, Central Funding & 

Thresholds

8 Common Financial Metric A financial metric that can be applied to most or all marketing, which is easily understood by 

non-financial people, (e.g., long-term profit/cash flow).

9 Common Purpose All or most marketing personnel and suppliers focused on improving against the common 

financial metric (i.e. definition #8).

10 Common Rewards Rewards for marketing personnel and their suppliers —– including pay, promotions,

recognition — based heavily upon success against common financial metric.

11 Central Funding All marketing investments funded from a single source, which releases funding based 

primarily upon the likelihood of success against the common financial metric.

12 CIR Planning Process A method of planning for marketing funding, based upon the principles of CIR, most notably:  

teams compete for funding for their respective brands and vehicles based upon proven (or 

at least plausible) ability to help hit overall financial metrics.

13 Ever-rising Thresholds A minimum threshold of financial return is required to receive marketing funds, and this 

threshold is typically raised year over year.
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1. Measurement Development

2. Integrated Data Bases

3. Research-on-Research/Analytics

4. Knowledge

5. Better Practices/Continuous Learning

6. Forecasting Models

7. Cross-functional Team w/ CIR Orientation

8. Common Financial Metric

9. Common Purpose

10. Common Rewards

11. Central Funding

12. CIR Planning Process

13. Ever-rising Thresholds
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Here’s how CIR works at 

August 

2014
June 

2017
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PAID, OWNED AND 

EARNED MEDIA 

OWNED MARKETING 

INFRASTRUCTURE

PROMOTION ACTIONS

PLACE-DISTRIBUTION 

ACTIONS

PRODUCT ACTIONS

PRICING ACTIONS

CAPABILITY 

DEVELOPMENT

COMPETITIVE, BRAND, & 

ACQUISITION STRATEGY

BRAND VALUE

CUSTOMER 

RELATIONSHIP EQUITY

ORGANIZATIONAL 

COMPETENCE

SALES AND MARKETING 

EFFECTIVENESS (ROMI)

DIGITAL PLATFORM 

EFFECTIVENESS

QUALITY OF PRODUCTS 

AND PEOPLE

PURCHASE DECISIONS

USAGE AND BUYING 

CYCLES

CONSUMPTION 

FREQUENCY

PURCHASE SIZE AND 

VOLUME

SHARE OF TRANSACTIONS

RESPONSE AND 

CONVERSION RATES

REFERRALS AND WOM

LOYALTY 

PRICE SENSITIVITY

VOLUME

SHARE

LIFT

VOLATILITY

VELOCITY

PROFIT MARGINS

CUSTOMER ECONOMICS

COSTS

FUTURE OPTION VALUE

ENTERPRISE VALUE

REVENUE

PROFITS 

CASH FLOW

GROWTH RATE

BRAND ASSET VALUE

COST OF SALES

COST OF CAPITAL

THE MASB MARKETING VALUE CHAINSM

1 2 3 4
5

ACTIONS AND 

INVESTMENTS

KEY DRIVERS 

OF VALUE

CUSTOMER 

BEHAVIOR

BUSINESS 

OUTCOMES

FIRM FINANCIAL 

PERFORMANCE

MILLER COORS EXAMPLE
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Here are the improving returns
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Note: these were not through cost reduction
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New version released!

◼ Based on feedback from last 

summit we have created a ‘lite’ 

version of CIR

◼ Named ‘Best Practices 

Benchmarking’ it uses subset 

of full CIR based on marketer’s 

need

◼ First one conducted with major 

marketer

◼ Quick three step process to 

give immediate, actionable 

information
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What MASB Needs from Marketer

◼ Participation from Marketing, Finance, and Analytics leaders

◼ Candor in providing information and answering questions

Very low resource commitment 

for the value received!
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1. Kickoff

◼ One-hour meeting, which can be conducted virtually

◼ MASB experts brief executives from the marketer and tighten the 

scope of the project including:

◼ Define which business unit(s) & customer types

◼ Understand business model

◼ Establish timeline

◼ Confirm key cross-functional participants

◼ We also provide a set of questions for company executives to 

consider before the next (Q&A) meeting
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Kick-off - Lessons Learned

◼ May require more 

than one meeting –

especially with 

organizations going 

through major change

◼ Base Question Guide 

is critical to ensure 

best representatives 

from functional areas

◼ Fairly easy to uncover 

key issues to explore 



©2019 MASB    14

2. Q&A Meeting

◼ A half-day meeting

◼ Ideally held in-person on premises

◼ MASB experts guide benchmark participants as they answer 

the previously provided questions

◼ Interactive session:

◼ Conversation

◼ Hand-outs, reports, etc.

◼ White boards & projection
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Q&A Sessions - Lessons Learned

◼ Customized booklets 

for each participant 

very effective

◼ Value received by just 

bringing together 

areas is HUGE!

◼ Desire by participants  

for one-on-one 

meetings after 

session – should 

include time for this
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3. Read-out

◼ A one-hour meeting

◼ Conducted virtually or in-person

◼ MASB experts provide:

◼ Scoring of progress against the CIR capabilities

◼ Comparison against anonymized others

◼ Guidance from MASB marketer, academic, & measurement experts

◼ A point-of-view on the highest-potential improvement areas

◼ A written report to share with your colleagues
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Readout - Lessons Learned

◼ Report dense – 11 pages including 2 pages of recommendations

◼ Each attribute includes headline thought and detailed 

explanation of rating including comparisons

◼ Sponsor reaction to initial draft exceedingly positive. As a result  

audience for full readout  expanded and elevated (VP/EVP level)
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For More Information, Please Contact Us

◼ We will provide a 1-page 

overview for review

◼ Set up 30-minute call to provide 

details and answer questions
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CIR Team Members

Team Leaders 

Team Heroes 

Jim Meier* 

MillerCoors(ret)

Greg Banks

At Large

Kelly Johnson

ESPN

Tony Pace

MAF/MASB

Staff  

Erich Decker-Hoppen 

Communication

Frank Findley 

MASB ED

Sponsor

Art Klein

MSW Research

*Interim Co-Lead
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