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“I’m all for using 
partners to scale 
really, really fast. 
It’s lower risk.”

“Value creation only 
happens when all of 
these stakeholder 
groups are rolling in 
the same direction.”



Why the old efficiency model 
is no longer enough

his cretes  ne lue 
cretion rolem for  firms



The old trade-off is changing

, automation, and intelligent growth 
systems have changed the economics 
of marketing execution. ctivities that 
once required large teams can now be 
accelerated through -enabled 
workflows, structured data, and 
managed execution

However, technology alone is not 
enough. The firms that benefit most will 
be those that combine  speed with 
human strategy, commercial udgment, 
and high-quality campaign execution

The ractical shift

educe marketing 
headcount and accept 
pipeline risk.

educe inefficiency while 
replacing lost capability 
with a growth system.

Paul Fifield makes the same 
point from an operating 
perspective. His advice to 
founders and growth-stage 
CEOs is not simply to hire more 
people when a gap appears, but 
to challenge whether the work 
can be done differently.


“ Every company really should 
think super carefully before 
they hire anyone right now 
and really test yourself and 
say, can this be done in a 
different way with all of the 
technologies that we have 
available right now?

Treat each portfolio 
company as a separate 
marketing challenge.

uild repeatable growth 
infrastructure across 
the portfolio.

easure marketing 
activity in isolation.

Connect marketing 
to revenue.

For PE-backed companies, this 
is the central resource question. 
The issue is not whether 
marketing headcount should 

be reduced or expanded. The 
issue is whether the company 
has found the lowest-risk, 
highest-leverage way to 
maintain market momentum.


Customer marketing is 
an afterthought due to 
resource gaps.

Customer marketing 
receives the required 
focus to protect and fix 

 and .
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Why this matters for value creation

The more useful question is not whether 
a company has reduced marketing cost. 
It is whether the company has replaced 
the lost capability with a better 
operating model.



If a portfolio company removes 
marketing resource without introducing 
a stronger system, pipeline risk 
increases. If it replaces manual 
execution with a structured growth 
engine, leaner teams can continue to 
create meaningful market activity.


This changes the role of marketing in 
the value creation plan. It is no longer 
ust a function to be assessed company 

by company. It becomes a system that 
can be measured across the portfolio

This is where partner-led 
execution becomes strategically 
important. Fifield’s view is that 
specialist partners allow 
companies to move quickly 
without taking on the same 
hiring risk. In marketing, that 
matters because the function 
often requires a mix of data, 
positioning, content, campaign 
execution, sales enablement, 
and reporting.



A lean team may not need to 
own every one of those 
capabilities internally from day 
one. But it does need reliable 
access to them. That is the 
difference between cutting cost 
and redesigning the operating 
model.


hich growth behaviours can be 
repeated elsewher

The implication is clear pipeline should 
not be viewed only as a portfolio 
company issue. It should be managed 
as a portfolio-level value creation lever.
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Why execution is often the symptom, 
not the cause

hen pipeline performance weakens, 
the immediate explanation is usually 
tactical

I is not being used well enough

 campaign did not perform
 team is not moving uickly enough

Sales needs more leads
arketing needs to produce more 

content.

These issues may be real, but they are 
rarely the root cause

In many -backed companies, the 
underlying problem is structural. The 
marketing function lacks the system 
reuired to consistently identify the 
right audience, build a differentiated 
story, activate campaigns, and connect 
activity to commercial outcomes

What the symptoms look like

any companies have an ideal 
customer profile written down, 
but it is not consistently reflected 
in campaign targeting, account 
selection, database uality, or 
sales follow-up

The result is wasted activity 
campaigns reach too broad an 
audience, and sales teams spend 
time on accounts that are unlikely 
to convert

The I exists, but is 
not operationa Doug Regner, an operating 

partner at Unusual Ventures (a 
seed-stage venture firm 
focused on data infrastructure, 
SaaS, and fintech), makes this 
point sharply in the context of 
early-stage go-to-market. He 
argues that companies often try 
to sell too broadly before they 
have earned the right to scale. 
The stronger move is to focus 
tightly enough to create 
repeatability, proof, and 
referenceable customers.

“ It’s really important to be as 
narrow as you possibly can.
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The attribution gap

h this atters

A better diagnostic question



How lean teams can create 
more leverage

What changes in the operating model



Why human insight becomes 
more valuable
The more content I can generate, 
the more important it becomes to 
know what is actually worth saying

Tijs van Santen, a go-to-market 
operator and former operating 
partner at Marlin Equity 
Partners, argues that modern 
GTM teams need deeper 
context than before. It is no 
longer enough to understand a 
persona at a surface level. 
Teams need to understand the 
buyer’s business context, 
product knowledge, industry 
pressures, and the decision 
process already happening 
before a rep is involved.

The strongest campaigns are built 
from insight that competitors cannot 
easily copy customer conversations, 
market experience, original data, 
category expertise, and clear 
commercial understanding

or PE-backed companies, this is 
especially important. uyers are 
researching more independently, 
comparing vendors earlier, and often 
speaking to sales much later in the 
buying process. ompanies need to be 
visible and credible before the sales 
conversation begins

 modern portfolio pipeline system 
therefore, needs both speed and 
substance

I to accelerate production and 
analysi

uman expertise to define the 
point of vie

ata to identify where attention 
should be focuse

Executional capacity to get 
campaigns live consistentl

eporting to show what is 
creating commercial movement

“ It’s not just a persona, but 
it’s also the context of the 
industry that this company 
is working in.
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Audience, story, campaigns, execution



Campaigns

Campaigns translate audience and story into market-facing assets and 
touchpoints

hese may include

hought leadership reports


Sales enablement assets


Executive content


Case studies


Email campaigns


inkedIn campaigns


Webinars and live events


ideo content


ne-pagers


utbound messaging

he strongest campaigns do not operate as isolated assets hey work as 
connected systems that create multiple opportunities for the right accounts 
to engage

Execution

Execution is where many lean teams struggle hey may have the strategy, but 
not the capacity to build, launch, manage, and optimise campaigns at the 
required pace

A portfolio pipeline system solves this by turning strategy into repeatable 
multi-channel execution

Blueprint stage


Audience



Story



Campaigns



Execution



Pipeline

Core question


Who exactly needs to be 
reached?


What should the company 
be known for?


How should the story be 
packaged?


How will activity reach the 
market consistently?


What commercial movement 
is being created?

Output


ICP, account lists, personas, 
contact strategy


Market narrative, campaign 
themes, content pillars


Assets, offers, content, sales 
enablement


Multi-channel campaigns, 
reporting, optimisation


Engagement, meetings, qualified 
opportunities, revenue impact

he obective is not to create more marketing activity It is to create a system 
that turns market focus into measurable pipeline generation

wwworbitalxcom



The value of repeatability
Every PE portfolio has companies 
that are performing better than 
others. n some cases, those 
companies have sharper positioning. 
n others, they have stronger sales 

and marketing alignment, better 
data, stronger content, or more 
consistent campaign execution

The opportunity is to identify what is 
working and make it repeatable

istorically, this has been difficult. 
Each company has its own team 
structure, tooling, category 
dynamics, maturity level, and 
commercial priorities. As a result, 
marketing performance is often 
assessed in isolation

A portfolio-level growth system 
changes that.


The best PE firms will not simply 
lift a campaign from one 
company and drop it into another. 
They will understand which parts 
of the system are transferable: 
the diagnostic method, the 
audience logic, the campaign 
structure, the reporting model, 
and the operating cadence. Then 
they will adapt the story, offer, 
and channel mix to fit the 
company’s context.


The portfolio replication challenge
The challenge is not usually a lack of 
ambition. ost PE firms want to
compare marketing effectiveness across 
companies, replicate high-performing 
behaviours, support lean teams, move 

uickly after acuisition, and protect 
pipeline after cost reduction

The difficulty is that marketing systems 
are often inconsistent from one
portfolio company to another. eporting 
structures differ. Tooling differs. Team 
capability differs. Some companies have 
mature data and sales alignment, while 
others are still working from fragmented 
lists, unclear P definitions, or
outdated messaging.

Even when one portfolio company is 
performing well, the reasons for that 
performance may not be documented 
in a way that can be transferred. A 
successful campaign may depend on 
a specific leader, a strong agency 
relationship, or a set of informal 
practices that are hard to scale

A portfolio pipeline system is 
designed to make those patterns 
visible. t allows PE firms to 
understand not only which companies 
are performing, but why they are 
performing and whether those 
behaviours can be applied elsewhere.


www.orbitalx.com

Samiksha Gupta’s view adds 
useful nuance here: portfolio-level 
repeatability should not become 
one-size-fits-all execution.

“ At some point, context and 
judgement becomes more 
important.



Marketing Per Marketer / MPM

What a portfolio view should measure



How a first-time CMO grew pipeline 
without an internal marketing team

The challenge



The OrbitalX role

Audience and data 

Development of ideal customer 
profiles and a stronger database.


Thought leadership

Assets tied to real buyer 
problems, including return rates 
and modular product complexity.

Sales enablement

Rewritten sales decks, one-pagers, and 
case studies grounded in customer proof.


Performance content

A campaign engine that balanced 
speed, craft, and quality.

The results

107%

of H2 MQL target 
achieved with a lean 
marketing function

$2.5M+

in pipeline generated 
by marketing alone 
during a rebuild phase

245%

of September 
MQL goal 
delivered

“They’re not just executors. They’re partners.”

“They helped me move at speed, without sacrificing quality.”

“I don’t have to brief five people numerous times. 

I have one conversation and things get done. Fast.”
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How to use the roadmap

Day 0 Day 30 Day 60 Day 90



The next value creation lever
is repeatable pipeline

he market has changed uyers are 
harder to reach, more informed before 
speaking to sales, and increasingly 
influenced by the content, proof, and 
epertise they encounter before 
entering a formal buying process

t the same time, many PE-backed 
companies are operating with leaner 
marketing teams and higher growth 
epectations his creates a gap
between what the business needs from 
marketing and what the internal team 
can realistically deliver alone

hat gap cannot be solved by activity 
alone t reuires a better system.


 portfolio pipeline system gives 
PE firms a way to

he ylindo case study illustrates what 
this can look like in practice  first-time 

O, operating without a broader 
internal marketing team, was able to 
eceed   targets and generate 
more than  in marketing-led 
pipeline by partnering with OrbitalX as
an embedded growth engine.


ooking ahead, PE firms that treat 
pipeline as a portfolio-level system will 
be better positioned to protect future 
revenue growth while maintaining 
operational discipline.


he firms that win will not simply 

cut faster.


hey will learn faster, eecute faster, 
and scale what works.


Build your portfolio 
pipeline engine

OrbitalX helps PE firms and 
portfolio companies identify 

where pipeline is under-supported, 
strengthen the growth system 
around lean teams, and turn 
market insight into measurable 
commercial movement.


Request a Portfolio 
Pipeline Diagnostic

Book a meeting

wwworbitalcom

https://orbitalx.com/competitor-intelligence-report
https://orbitalx.com/contact

