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Scaling B2B Tech
Marketing

Should you build it in-house, or hire an agency?

A practical framework for deciding how to staff and scale

demand generation — built around pipeline, not vanity metrics. VERTODIGITAL.COM



I N T R O D U C T I O N

The digital marketing

dilemma

B2B tech marketing is more complex than ever. The need for scalable demand

generation, data-driven decision-making, and omnichannel execution has pushed

marketing leaders to a recurring crossroads.

T H E  Q U E S T I O N

Should we build an in-house team, or

partner with an agency?

This guide explores both sides and gives you the framework to make the right call —

based on your business goals, growth stage, and how you want to allocate resources.

There's no universal answer; there's the answer that fits where you are now.
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CHAPTER 01

The case for an in-house

marketing team

W H Y  S O M E  B 2 B  T E C H  C O M P A N I E S  G O  I N - H O U S E

01 Deep brand & product understanding

Internal teams live and breathe the brand, keeping messaging consistent. They have firsthand

knowledge of product updates, customer pain points, and the sales feedback loop.

02 Program & campaign orchestration

They excel at orchestrating cross-channel campaigns, aligning stakeholders, and coordinating

paid media, content, ABM, and sales enablement to maximize impact.

03 Full control over strategy & execution

Priorities can shift instantly without external dependencies, with faster approvals and tighter

alignment to internal stakeholders.

04 Closer collaboration with sales & product

Marketing works directly with sales to refine messaging, and product marketing and demand

generation stay tightly integrated.

05 Long-term cost efficiency — in some cases

Hiring is expensive upfront, but for companies with stable, high-volume marketing needs, an

in-house team can reduce long-term dependency on outside partners.
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C H A P T E R  0 1  ·  C O N T I N U E D

The challenges of building

in-house

01

High hiring & retention costs

Recruiting skilled paid media, SEO, and analytics professionals is competitive and

expensive. The tech talent gap makes assembling a complete team genuinely hard.

02

Limited specialization in execution

Great at orchestration, in-house teams may lack the deep expertise that performance

media, AI-driven analytics, and conversion-rate optimization demand.

03

Technology & tooling constraints

Agencies have access to premium tools and partnerships — Google GMP, AI-based

automation — that can be cost-prohibitive for a single company to license alone.
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CHAPTER 02

The case for a digital

marketing agency

W H Y  B 2 B  T E C H  C O M P A N I E S  C H O O S E  A N  A G E N C Y

01 Deep expertise & specialization

Specialists in demand gen, paid media, SEO,

and data-driven marketing — with AI-driven

automation and proven frameworks.

02 Faster execution & agility

Established processes for execution,

optimization, and reporting — able to scale

up or pivot quickly on performance data.

03 Works alongside in-house teams

The best partnerships complement internal

strengths: you set strategy and orchestrate,

the agency brings executional depth.

04 Cost-effective vs. a full team

Instead of hiring an analyst, a PPC expert, an

SEO specialist, and a strategist, you get

every skill under one contract.

05 Industry benchmarks & best practices

Working across many B2B tech clients

surfaces data-driven insights an internal

team rarely sees alone.

06 Stronger martech & analytics

Investment in AI-driven analytics,

automation, and tracking that's often out of

reach for a single company.

VERTODIGITAL · IN-HOUSE VS. AGENCY 05



C H A P T E R  0 2  ·  C O N T I N U E D

The challenges of working

with an agency

01

Onboarding & ramp-up time

Agencies need time to learn your business, industry, and customers. Success depends

on how well the two teams collaborate from day one.

02

Less direct control

You still drive vision and oversee execution. The relationship works best as a strategic

partnership — never a "set and forget" arrangement.

03

Potential for misalignment

Some agencies chase vanity metrics — clicks, impressions — instead of pipeline.

Choosing one focused on revenue outcomes is the whole game.

The right partner reports in qualified opportunities and revenue the board can

see — not the metrics that look good on a slide.
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CHAPTER 03

Key considerations for B2B

tech CMOs

1  ·  G R O W T H  S T A G E  &  M A R K E T I N G  M A T U R I T Y

COMPANY STAGE RECOMMENDED APPROACH

Early-stage startup

< $10M ARR

Lean in-house team plus outsourced specialists for

SEO and paid media.

Scaling B2B tech

$10M – $100M ARR

Hybrid: in-house demand gen, agency for execution

and analytics.

Enterprise B2B tech

$100M+ ARR

Dedicated in-house team plus agency for

specialized expertise and execution.

2 · BUDGET & RESOURCES

What's the real budget for paid media, SEO, and

analytics — and can you afford high-quality in-

house hires, or does outsourcing make more

sense?

3 · INTERNA L EXPERTISE & BANDWIDTH

Does the current team have the expertise to run

advanced paid media, analytics, and SEO? If not,

is hiring those specialists feasible?

4 · GOALS & MARKETING COMPLEXITY

Is this pure demand gen, or does it involve ABM,

intent data, and multi-channel attribution?

Complex programs lean toward agency support.

Match the model to the stage — then

revisit it as you grow.
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CHAPTER 04

The hybrid approach —

best of both worlds
Many successful B2B tech companies don't choose one or the other. They split the

work along its natural seam.

CORE IN-HOUSE TEAM

Owns brand messaging, sales

alignment, and the orchestration of

marketing programs across the

funnel.

AGENCY PARTNERS

Handle the execution-heavy work

— paid media, SEO, data analytics,

and marketing automation.

The result: faster execution, deeper specialization, and the

agility to adapt as the market shifts.
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C O N C L U S I O N

Making the right

decision

There's no one-size-fits-all answer. The right model follows from four things — read

them honestly, and the path usually becomes clear.

Growth stage Marketing complexity

Budget & resources
In-house orchestration vs. agency

depth
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We partner with B2B tech companies to scale demand generation,

optimize paid media, and turn analytics into sustainable revenue

growth. If you're weighing whether an agency partnership fits, let's

talk.

Schedule a consultation

https://vertodigital.com/

