
A Creative Leader’s Cheat 
Sheet for Supporting 
Smart Bets
Faced with a turbulent market and reduced resources, creative 

leaders are under more pressure than ever. So, how can they help 

their organization thrive, no matter the times? 



 Here's a cheat sheet to join the strategic conversation, including 

key terms, quick tips and questions to discuss with your CMO.


H I G H  R I S K

L O W  R I S K

How antifragile is your 
design organization?

Antifragility is beyond resilience 
or robustness. The resilient resists 
shocks and stays the same; the 
antifragile gets better.



—  N a s s i m  N i c h o l a s  Ta l e b


Do you have a unicorn 
or camel mindset?


Unicorns value growth 
at all costs, cash burn 
and profitability 
notwithstanding.



Camels value 
sustainable growth, 
manage costs and 
prioritize profitability.

Are you balancing cost reductions

with growth investments?



88.2% of marketing and design professionals agree 
investing in growth in turbulent times gives 
companies an advantage over the competition.



Think about where it makes sense to invest your 
design dollars vs. where you could save costs through 
automation, outsourcing or better DesignOps.



What’s your appetite

for risk?



Depending on your company’s 
position, leadership may have 
more or less appetite for risk. This 
is a question you’ll want to discuss 
with your CMO before pitching 
new ideas or “bets.”


While camels may not be as flashy as unicorns, the 
current market calls for a return to more sustainable 
growth models.


�� C ons ider  th e  bus ine s s  po s it i on 

It’s time to ask yourself:

Is your design organization 
sustainable? 

Input levers are metrics that have a tangible impact on 
your North Star Metric(s). For example, if your North Star 
is revenue growth, net dollar retention (NDR) is a lever 
your CMO may want to focus on in this market.


What’s your North Star Metric(s)? 


What input levers affect

your North Star Metric(s)?


Ask your CMO about your organization’s 
North Star Metric(s)—the one or two top-
line metrics that represent the health of 
the business—and rally your team 
around these goals. 



\� A l ign  on  th e  bus ine s s  ne eds  

Cont inue  below

How much “surface area”

does your design team cover?


Research shows greater exposure or “surface 
area” of designers across the business is more 
important for driving performance than any 
single organizational structure.


Consider the following questions 
to gauge the antifragility of your 
design organization:

How aligned are team members to 
departmental and business goals?


Design performs best when it’s a 
strategic function—a team of trusted 
advisors that understand business goals 
and contribute to decision-making.


How empowered are team members

to make decisions?


The more decisions your team members can 
make, the faster your organization can 
execute, learn and iterate in a changeable 
market that demands agility.


M Versatility and scrappines6

M Agility and speed to market:

M Local decision-makinF

M Experimentation mindseC

M Creativity (or boundless curiosity)


key values 
for resilient 
teams
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What GTM motions is your 
CMO investing in?

Understanding GTM motions and which ones 
your CMO wants to focus on will help you 
position your organization to support the right 
growth initiatives: 


p r o d u c t- l e d


Product drives adoption, 
usage and expansion.


C o m m u n i t y- l e d


A community of 
customers accelerate 
adoption.

c at e g o ry- l e d


A transformative idea 
fuels the development

of a category.

c h a n n e l- l e d


A network of distribution 
agents expand reach.

i n b o u n d - l e d


Content marketing 
driving to 
conversion points.

o u t b o u n d - l e d


Targeted account 
outreach to high-value 
prospects.

ÙØ S u p p o r t t h e  b u s i n e s s  n e e d s  

Is it a slam dunk, 
experiment or 

moonshot?

What's the 
projected 

ROI?

What's the 
potential 
impact?

r i sk eff ic i e ncy impact

i n -market


Problem aware

and actively in 
consideration mode.

o u t- of -market


Exploring, keeping an 
eye on or unaware of 
the problem space.

How much of your audience

is in-market vs. out-of-market?

A framework for 
making smart bets

3 tips to fuel

your experiments

»Ø Un d e r s tan d  h ow  t o  make  

smar t b e t s

Estimating the size of these groups helps marketers 
balance their efforts between demand creation 
(introducing a solution to consumers to drive pipeline 
and sales) and capture (attracting and converting 
those who are ready to buy). 



For example, in a saturated space, your marketing 
team might focus on demand capture activities, like 
bottom-of-funnel advertising or content for buyer-
intent keywords.



The REI framework is a tool to place smart bets 
while taking into account the bigger picture:

A company’s position, including the appropriate level 
of risk, ROI and overall impact a program needs to 
deliver to be worthwhile given that position.



vd Set learning goals: Experiments are unpredictable 
by nature, but by setting learning goals with your 
marketing team, you’re moving forward no matter the 
outcomed

Ad Measure velocity of learning: The faster you can 
adjust and learn from experiments with your 
marketing team, the faster you can identify the right 
conditions for growthd

<d Consider fuel-pipe fit: If an experiment flops, the 
problem may not be the content (fuel) or the channel 
(pipe), but how they fit together. Don’t give up before 
considering FPF.



May the odds be 
ever in your favor! 

Read the full guide at:

superside.com/guides/smart-bets

Payback  p e r i o d




How long it takes to 
recoup the cost of 
acquiring a customer. 
The shorter your 
payback period, the 
better your growth 
outlook and capital 
efficiency.

B 2 B

n e t d o l lar  
r e t e n t i o n  ( n d r )




A holistic view of 
customer retention, 
accounting for churn, 
contraction and 
expansion. The higher 
your NDR, the more 
secure your business 
position.


B 2 B

qual i ty

of  r eve n ue




An assessment of 
revenue quality, 
considering use case fit, 
contract size and length, 
expansion potential and 
more. The better your 
quality of revenue, the 
higher your NDR will be. 


B 2 B

r u l e  of  40




A rule that says a 
company’s growth rate 
plus its profit margin 
should be higher than 
40. By measuring 
growth and efficiency, 
this rule shows at what 
cost growth is being 
achieved.  


B 2 B B 2C

r e t u r n  o n  ad

s p e n t ( r oAS )




A measure of ROI on 
advertising. By paying 
attention to trends in 
RoAS, teams can identify 
where to take advantage 
of less competition given

today’s market.



B 2 B B 2C

C u s t ome r  
acqu i s i t i o n  co s t 
( CAC )




A measure of total 
customer acquisition 
costs. Tying actions 
back to revenue is 
especially important 
right now, and with CAC 
trending up, your CMO 
will be keeping a close 
eye on this metric.



B 2 B B 2C

6 metrics to help you speak

the same language as your CMO



Bonus tip:

How to reduce CAC



Perhaps counterintuitively, brand 
investments can help combat rising 
CAC. The more a prospect sees you, 
the more familiar they become with 
your brand, the less money needs to 
be spent bringing them onboard.



Having an endless repository of 
strong brand assets is how many 
creative marketing teams bring 
down their CAC.



