Marketing audits sound tidy in theory. In practice, the work is messy, operational, and often emotional. You are
not just looking for “what's wrong.” You are trying to answer harder questions: where value is actually created,

where money leaks, what's working by accident versus design, and what the next 90 days should prioritize.

If you are partnering with a digital marketing agency, the audit phase is where you earn trust quickly. A good
agency earns it by being precise, respectful of your constraints, and unwilling to hide behind generic
recommendations. A great audit helps you make decisions you can defend internally, because it ties observations

to measurable business outcomes.

Below is a practical way to structure an audit with a digital marketing agency, including what to ask for, what to

measure, what evidence to demand, and how to avoid common traps.

Start with the business reality, not the channel reality

Most audits begin by collecting channel reports: social reach, search visibility, email open rates, ad spend, and
landing page performance. That's not wrong, but it's incomplete. A channel view tells you what happened. A

business view tells you what it means.

Before you review dashboards, get aligned on the outcomes that matter to your company. For many teams, those
outcomes look like revenue contribution, qualified pipeline, retention, or cost-to-acquire. For others it might be
booked demos, qualified calls, or activated users. The key is to translate your marketing goals into something

measurable and time-bound.

In early conversations, | ask clients two sets of questions. First, “What do you consider success in the next
quarter?” Second, “What decisions will you make after the audit that you are not making today?” If the agency
can't clearly connect audit findings to decision-making, you will feel stuck after the meeting, no matter how

polished the slides look.

Bring the right people and the right access

An audit fails when the agency cannot see the data, or when the internal teams are not available to validate
context. You do not need everyone in every meeting, but you do need coverage of key systems and decision

points.

Expect to involve, at minimum, marketing leadership plus someone who can validate tracking. If you run e-
commerce, your commerce owner matters. If you run B2B lead gen, sales operations matters. Even if they will not
sit through every discussion, they should be reachable when the agency asks, “Is this lead actually converting?” or
“Which CRM fields are reliably populated?”

Access is the practical hurdle. | like to treat it as part of the audit scope rather than an administrative afterthought.

If the agency is going to audit attribution or funnel steps, they should get read access to:

® analytics and tag management

® ad accounts

* the CRM and sales reporting views

* email platform reporting (if email is in scope)

You will still need to interpret what you see. But without access, you can't validate the story your reports are

telling.



Confirm the audit scope and the “rules of the game”

A careful digital marketing agency should clarify scope early, because audits can sprawl fast. Scope is not just

channels. It includes time window, markets, device mix, and attribution assumptions.

Ask the agency to name the time range they will use for baseline analysis. Is it the last 30 days, last quarter, or last
12 months? Each range changes the conclusions. If you recently changed your website, launched a new product,

or paused a campaign, you need the agency to segment performance around those events.

Also clarify what "marketing audit” means for your engagement. Some audits are diagnostic and produce a
backlog of improvements. Others include ongoing optimization. If it is diagnostic only, you want the deliverables

to reflect that, not a vague promise to “optimize later.”

A solid engagement typically includes digital marketing agency clear deliverables like a baseline report, a tracking
and analytics review, channel performance analysis, and a prioritized set of recommendations with effort and

impact estimates. Even when those estimates are directional, the reasoning should be explicit.

Audit the measurement layer before you audit marketing strategy

If tracking is flawed, every higher-level conclusion becomes guesswork. I've seen marketing teams confidently
reallocate budget based on metrics that were inflated by duplicate events or undercounted conversions due to

misconfigured forms.

Start with the measurement layer. This includes analytics, events, conversions definitions, and attribution logic. The
agency should look for both accuracy and consistency. For example, are conversion events firing on every
successful submission? Are values passed correctly? Are you recording lead source properly, or does it drift

because of inconsistent UTM usage?

A real tracking audit checks patterns, not just configuration screens. The agency should ask things like: “How many
conversions do we see in analytics versus the CRM?" and "Do we have a lag between lead submission and

qualification that makes last-click reporting misleading?”

One client | worked with was celebrating a dramatic email conversion increase. Analytics showed improvement, but
CRM later revealed that the leads were less likely to become opportunities. The issue wasn't email quality per se, it
was qualification alignment. The audit surfaced that the form was asking for slightly different information, which

caused downstream scoring to change. That one detail changed how we interpreted the “win.”

Build a funnel map that matches how your customers actually buy

A useful audit doesn't treat marketing like a set of unrelated campaigns. It organizes performance around a funnel

that reflects your real customer journey.

For B2B, the journey might be awareness to content engagement, then to a lead form or webinar, then to
qualification, then to pipeline creation. For e-commerce, it might be product discovery to cart additions to

checkout to purchase, then repeat purchase.

The agency should build or validate this funnel map with you. The goal is not perfection. The goal is shared

understanding so you can tell whether performance is constrained at acquisition, conversion, or retention.
A practical funnel audit often reveals two things quickly:

1. You may be winning at the top of funnel but losing downstream, which makes “cost per lead” look great while

“cost per opportunity” remains ugly.
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2. You may be under-reporting value because the conversion event is not aligned with business outcomes, like

viewing the wrong proxy metric.

If your agency skips the funnel view and jumps straight to channel benchmarks, you will miss the most actionable

insights.

Evaluate channel performance with “apples to apples” comparisons

Once measurement is trustworthy enough to rely on, you can evaluate channel performance. But channel reviews

should be normalized. A common mistake is comparing raw metrics without controlling for seasonality, audience

differences, or changes in offer and landing page quality.

Instead of asking, “How did paid search do?” ask, “How did paid search contribute to qualified pipeline relative to
changes in keyword mix and landing experience?” Even in audits where the data is imperfect, the best agencies will

state assumptions and show where uncertainty exists.
A strong audit also distinguishes between:

* volume performance (traffic, leads, clicks)
e quality performance (qualified leads, pipeline, purchase rate)

e efficiency performance (cost per result, cost per qualified result)

You can be efficient on paper and still misaligned with business needs. For example, paid social might deliver cheap
conversions, but if they are low-intent leads, sales capacity will suffer. The audit should bring sales into the

conversation and connect marketing output to what sales can handle.

Look for attribution distortions before you accept “last click”

Attribution is one of the most contentious audit topics. Many teams want a single truth number. Most reality

produces multiple partial truths.

A helpful agency treats attribution as a model, not a scoreboard. They should review how attribution is currently
configured, what it does well, and where it likely misleads you. For example, last-click attribution can undervalue
channels that start demand, like webinars and mid-funnel content, while overvaluing channels that capture

“closers,” like branded search or retargeting.

If you are running multi-channel campaigns, ask the agency to identify where attribution is likely biased. If they
can show you evidence using conversion paths or assisted conversion reports, that is even better. If they cannot,

then the agency should be cautious with conclusions and avoid saying, “Channel X doesn't work.”

A good rule of thumb: the audit should not only show what happened, but explain why you might be seeing it.

That explanation often matters as much as the numbers.

Audit your landing pages and conversion paths, not just your ad copy

Ads can get clicks. Landing pages earn conversions. When audits focus only on ad spend, they can miss the most

fixable issues.

The agency should examine landing pages and conversion paths as a system. They should review page speed,

messaging alignment, form friction, trust elements, and whether the call to action matches the ad promise. If you



have multiple offers, they should look at how users move between them, because people often convert on a

different page than the one you expect.

One quick diagnostic that often surfaces problems: compare the ad promise to what users see above the fold. If
users must scroll or hunt for the value proposition, conversions can stall regardless of how good the ad targeting
is. Another common issue is inconsistent audience intent. You may be targeting a broad segment with an offer

designed for a more specific persona.

You can also learn a lot from funnel drop-off points. If users reach checkout but do not buy, the issue is rarely
“marketing quality” in the abstract. It is usually shipping costs, payment friction, unclear Website link returns, or a

mismatch between expectations and what the page delivers.

Check audience strategy and creative consistency

A marketing audit should ask how you define audiences and how consistently you reach them. Many companies

have excellent targeting on paper but inconsistent creative or messaging across the funnel.
An agency should review:

* what audiences are being targeted and why

* how creative differs by stage and intent

* whether retargeting is aligned with what users already did
There's a trade-off here. Highly segmented creative can perform well, but it can also create operational burden if
you do not have the capacity to produce and test variations consistently. A good audit will surface that reality. It

might recommend simplifying segmentation to protect execution quality, or it might recommend increasing

creative testing if the team has the workflow to sustain it.

If your creative refresh cadence is slow, you can see performance decay even when targeting is strong. That

pattern is common enough that | treat it as a likely culprit unless the data proves otherwise.

Review campaign structure and operational hygiene

Even strong marketing strategies can underperform due to setup and process problems. A marketing audit should

include a structural review of how campaigns are built and managed.
This is where agencies can add immediate value. They can identify issues like:

e fragmented tracking across similar campaigns

® inconsistent UTMs that break attribution clarity

* overlapping audiences that cause internal competition

® landing page variations that look like experiments but are actually uncontrolled changes

You do not need a long list of technical tweaks. You need clarity about which changes will measurably improve
reporting quality, testing speed, or performance.

Operational hygiene also includes how frequently you test and whether learnings are documented. A marketing
audit should ask, "Do we have evidence from past tests that informs current decisions?” If the answer is no, the

audit should propose a lightweight experimentation process.
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Prioritize recommendations based on impact and confidence, not just
effort

The biggest disappointment after an audit is a recommendation list that feels like wishful thinking. “Optimize

"o "o

everything,” "improve branding,” “increase content velocity,

"on

launch new campaigns.” Those suggestions may be

directionally correct, but they do not help you decide what to do next.

A stronger approach is prioritization based on two axes: expected impact and confidence in the diagnosis.
Confidence comes from evidence. If the agency noticed clear measurement gaps, missing events, or obvious

landing page friction, that should score higher because it is easier to justify.

You can also prioritize by risk and dependency. Some improvements require engineering time. Others need
creative production. Others need sales alignment. The agency should make these dependencies explicit so your

team can plan realistically.
Here is the short checklist | use to evaluate whether a recommendation is genuinely audit-driven:

® The problem is described in a way that can be measured or validated

® The recommendation ties back to observed data, not opinions

The audit identifies what would change if the recommendation works
* The agency notes dependencies, especially tracking and landing page needs

® The agency estimates effort in relative terms, not vague “high effort”

If a recommendation does not satisfy most of those checks, you should ask for more evidence or clearer

measurement plans.

Plan the testing roadmap for the next 30 to 90 days

An audit should lead to action, but action still needs a learning structure. Otherwise you risk chasing every metric

and turning marketing into constant motion without direction.
Most teams do best with a roadmap that separates foundational fixes from experiments.

Foundational fixes are things like tracking corrections, landing page messaging alignment, form improvements,
and removing broken UTMs. Experiments are controlled tests with clear success metrics. For example, testing two
landing page value propositions for a specific campaign segment can be more informative than running a broad

new campaign with unclear measurement.

The best agencies also define how you will decide winners. If you do not agree on success metrics up front, you will

argue later and lose momentum.
If you want a clean way to discuss it with your agency, ask for a 90-day plan that includes the following categories:

* Measurement and tracking improvements that reduce uncertainty
* Conversion rate wins from landing page and offer alignment

® Channel optimization tied to quality outcomes, not vanity metrics
* C(Creative testing focused on message-market fit

e Coordination steps with sales or customer success, where needed

That structure helps you balance speed and rigor, and it prevents the audit from becoming a one-time event.



Learn how the agency thinks, not just what they recommend

During the audit, you are also interviewing the agency's thinking. You want to know whether they are thorough,

honest about uncertainty, and able to connect marketing metrics to business outcomes.

Pay attention to how they talk about data. Do they acknowledge limitations? Do they propose validation steps?
Do they ask questions about your sales cycle, product complexity, or seasonality? These conversations show

whether they are actually diagnosing or just reporting.

Also look for how they handle disagreement. If your internal team believes a channel is strong but the data
suggests otherwise, the agency should help you test the hypothesis. That might mean adjusting attribution,
tightening audience targeting, or validating lead quality in the CRM.

One of the best signs is when the agency offers an alternative explanation, not just a conclusion. Marketing

performance rarely has one cause.

Budget, timeline, and deliverables: treat them like part of the audit

Audits take real time, both for the agency and for your team. You should expect the agency to propose a timeline
and deliverables that match your complexity. A small campaign set with straightforward conversion tracking may

move faster. Multi-market B2B with multiple forms, lead scoring, and sales handoffs will take longer.
Ask the agency to be explicit about:

* when you will receive draft findings
* what review checkpoints exist
® how revisions are handled if you spot data issues

* what format the final output will take

You want a deliverable you can use. If the output is only a slide deck with no clear mapping to decisions, it will be
hard to operationalize. | like to see documentation that includes the logic behind the recommendations and the

measurement plan for verifying impact.

Common audit pitfalls to watch for

Even experienced digital marketing agencies can stumble. Here are pitfalls I've seen repeatedly, and how to

respond.

First, the "benchmark trap.” Agencies sometimes rely too heavily on industry averages. Benchmarks are useful for
context, but your baseline matters more than someone else’s median. If the agency leans on benchmarks without
reconciling them to your funnel and offer, ask for evidence of how the comparison was made and what it implies

for your next moves.

Second, the “channel silo trap.” If the audit treats SEO, paid ads, email, and social as separate worlds, it often

misses how leads move between them. The funnel map and conversion paths should connect the dots.

Third, the “tracking only” trap. Fixing tracking is important, but you can end up with a perfect measurement
system that still guides poor decisions. The audit should include marketing performance diagnosis, landing page

review, and prioritized action.

Fourth, the "too many recommendations” trap. A long backlog is not a plan. The agency should propose priorities,

with justification and sequencing.



Fifth, the “no accountability” trap. Recommendations without measurement ownership lead to drift. Ask who will

define success metrics and how you will confirm that a change actually improved outcomes.

Questions to ask your digital marketing agency during the audit

You can avoid a lot of ambiguity by asking pointed questions. A good agency will welcome them because they

reduce confusion and improve the final recommendations.
You might ask questions like:
* What exact conversion events are you using, and how are they validated against CRM or downstream
outcomes?
® Which performance gaps are most likely measurement issues, and which are likely experience or offer issues?
* How will you separate new testing results from changes caused by seasonality or product updates?
* What decisions will this audit directly inform, and what should we do first?

* What evidence would cause you to change your recommendation?

The answers tell you whether the agency is doing a diagnostic audit or simply aggregating dashboards.

Make the audit collaborative, not adversarial

A marketing audit can create tension. Internal teams sometimes feel judged, especially when performance has not

matched expectations. Agencies can create tension too, particularly if they treat the audit like a one-way report.

The healthiest dynamic is collaborative. The agency gathers evidence and proposes hypotheses. Your team brings
product and operational context, and helps validate whether certain patterns are expected or surprising. Together

you agree on what “good” should look like for the next cycle.

If you do this well, the audit does more than fix problems. It builds a shared measurement language. It clarifies
what marketing is responsible for. And it makes future improvements faster because everyone trusts the data and

understands the funnel.

Your next step: request an audit plan that includes evidence and
sequencing

If you are getting started with a digital marketing agency, the simplest practical move is to request a written audit
plan before analysis begins. The plan should include time window assumptions, data sources, measurement

validation steps, and how recommendations will be prioritized and sequenced.

A strong audit plan is specific enough that you can tell whether the agency understands your business. It also

gives you a framework for evaluating progress during the project, not just at the end.

Marketing performance is rarely one lever. It is alignment across offer, audience, messaging, landing experience,
measurement, and sales follow-through. A thoughtful audit brings those pieces into focus, then helps you act with

confidence. That is what turns an audit from a report you file away into work that improves revenue.

If you take nothing else from this: insist on measurement rigor, funnel thinking, and evidence-backed priorities.
That combination is what separates a generic “marketing audit” from a real partner engagement with digital

marketing agencies that earn their recommendations.



