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Introduction

That’s not a targeting problem. It’s not a creative problem. 
And it’s not a budget problem — at least not in the way most 
marketing leaders think about it.

It’s a delivery problem. A structural one. And it’s costing 
B2B marketing teams far more than most realize, hidden 
behind dashboards engineered to report activity rather than 
outcomes.

Your ads are running.
Your buyers aren’t seeing them.

The Dashboard is 
Lying to You

This guide is for the marketing leader whose programmatic 
campaigns look fine on paper but can’t explain why pipeline 
isn’t moving. For the demand gen director who suspects 
their ad budget is leaking but can’t prove it. For the paid 
media specialist who knows their IVT rate is lower than it 
should be but doesn’t have a vendor who takes it seriously. 
And for the CMO who needs to make every dollar count in 
a market where pipeline pressure is real and budgets aren’t 
growing.

What follows is a framework for understanding where B2B 
ad spend actually goes, why the current programmatic 
model is structurally misaligned with pipeline outcomes, and 
what a better model looks like in practice. 
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Chapter 1

Most B2B marketing leaders would be surprised — and uncomfortable — if they could see a true accounting of where their 
programmatic budget lands.

The picture that independent research paints is this:

Where Your Ad Budget Actually Goes

Bots, invalid traffic, and impressions that 
technically “served” but never reached 
a human eye account for roughly one 
dollar in five across the programmatic 
ecosystem. While no inventory source 
is immune, the difference often comes 
down to the quality of the fraud prevention 
program. Inventory curation, pre-bid 
filtering, third-party verification, and 
active campaign management all play a 
critical role in ensuring ad dollars reach 
real human buyers rather than automated 
traffic

Fraud Consumes 20–
30% of Ad Spend. 

This category is broader and arguably 
more damaging because it’s harder to 
see. It includes inflated CPMs driven by 
audience overlap and over-targeting, poor 
inventory placements that technically 
serve but reach no one in your ICP, pacing 
inefficiencies that front-load spend before 
optimization can kick in, and reach that 
extends far beyond the in-market buyers 
you actually care about.

Sources: FraudBlocker/Gitnux ad fraud industry data (2023–2024); ANA & Measured Programmatic Transparency Report (2023); Leadspace/CleanList B2B data decay research (2024). 

Contact records lose accuracy at 25–30% 
per year. Every year, roughly a quarter 
of your target audience changes jobs, 
gets promoted, shifts responsibilities, or 
leaves the companies you’re targeting. 
If your audience data isn’t continuously 
refreshed, you’re optimizing a precisely 
targeted campaign against a steadily 
degrading list. 

Media Efficiency Loss 
Takes Another 25–50%. 

Data Decay Quietly 
Erodes the Rest.

On a typical B2B programmatic budget, it’s entirely plausible that less than half 
of your spend ever reaches a qualified human buyer who matches your ICP. The 
dashboards don’t show you this. CTR goes up. Impressions hit target. The platform 
reports green. Pipeline doesn’t move. 
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Chapter 2

Why the Stack is Incentivized 
to Hide the Problem 

Understanding where the waste goes is one thing. Understanding why nobody tells you about it is another.

The programmatic advertising ecosystem — agencies, ABM platforms, DSPs — has a structural incentive problem that most 
vendors would rather not discuss.

Agencies are typically measured on campaign execution 
and media performance. Marketing leaders are measured on 
business outcomes. Those aren’t always the same thing.

A campaign can hit its impression, click-through, and 
delivery goals while still failing to answer the questions 
that matter most: Did it reach the right buyers? Did it build 
awareness within target accounts? Did it engage the buying 
committee? Did it contribute to pipeline?

With vendors like 6sense and Demandbase, a significant 
portion of what you call your “ad budget” never reaches 
media at all — it funds software licenses, dashboards, 
seat costs, and implementation fees. Annual contracts run 
$80–150K or more before a single impression is served. The 
platform vendor wins whether your ads perform or not. 

Programmatic DSP auto-optimization is built to maximize the 
metrics it can directly observe: CTR, viewability, completion 
rates. These are media metrics. None of them are the same 
as your ad reaching a verified buyer at a named account in 
your ICP who is in an active evaluation. 

Agencies are Often Measured 
Differently than Marketing Leaders

ABM Platforms Charge for Software, 
Not Outcomes 

Algorithms Optimize for What They 
Can Measure

The question to ask: who in your current ad 
stack is actually paid for what your ad does 
after it serves? 
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Chapter 3

The Five Failure Modes of B2B 
Programmatic Advertising

The structural incentive problem expresses itself through five specific failure modes. Most B2B marketing teams are 
experiencing at least three of them right now.

Invalid traffic (IVT) is the most measurable failure mode. 
The industry average IVT rate runs 15–25% or higher on 
open exchange inventory. Premium managed advertising 
programs can achieve 1–3%.

The difference isn’t luck. It’s the curation of the underlying 
DSP instance — the blacklists, the private marketplace 
deals, the pre-bid filtering — and the third-party verification 
layered on top. Vendors who use a 3P ad fraud and brand 
safety measurement and share the results  have nothing to 
hide. Vendors who don’t are telling you something.

Your ads are running somewhere right now. The question is 
where. The difference isn’t whether inventory comes from 
an open exchange or a private marketplace. Rather, it’s how 
carefully that inventory is curated and monitored. Without 
strong brand safety controls, ads can appear alongside 
clickbait content, low-quality publisher networks, or 
environments that undermine brand credibility. Your buyers 
aren’t there, and the impression is wasted twice.

Invalid Traffic and Bot Fraud

Brand Unsafe Inventory

Failure Mode 1

Failure Mode 2

If you’re running programmatic through an ABM platform, 
do the math on what percentage of your total investment 
actually reaches media. A $200,000 “advertising budget” 
with a $90,000 platform license leaves $110,000 for media 
— 55 cents of every dollar. At industry average IVT rates, 
you’re down to $85,000 or less actually reaching human 
eyes.

Auto-optimization in programmatic platforms is built to 
maximize media metrics: CTR, viewability, completion rates. 
A click from a bot counts the same as a click from your best 
prospect. An impression served against a company two 
sizes too small counts the same as one served against your 
top target account.

Human optimization — actual media strategists making 
decisions based on account coverage, buying committee 
engagement, and ICP alignment — produces different 
results. Not because humans are smarter than algorithms, 
but because they’re optimizing for the right thing.

The Platform Tax

Algorithmic Optimization for 
the Wrong Metrics

Failure Mode 3

Failure Mode 4

Even a perfectly configured programmatic campaign fails if 
the underlying audience data is decaying. In B2B, contact-
level data has a half-life of roughly two to three years at 
company level — and much shorter at the individual contact 
level. If your audience segments were built six months ago 
against a static data set, you’re already reaching the wrong 
people at meaningful rates.

Data That’s Already Stale
Failure Mode 5t
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Chapter 4

What Efficient B2B Advertising 
Actually Looks Like

The five failure modes aren’t inevitable. They’re the product of a specific model —inventory quality, algorithmically optimized, 
agency-managed or platform-licensed — that was built for a different problem than the one B2B marketing leaders actually have.

The foundation of low-fraud, brand-safe B2B advertising is 
a curated DSP instance — one where the blacklists, private 
marketplace deals, and publisher relationships have been built 
over years specifically for B2B outcomes. Premium publishers 
like Disney, Hulu, ESPN, Roku, Spotify, iHeartMedia, and Forbes 
are accessible through private marketplace deals that the open 
exchange can’t touch. Invalid traffic on curated inventory runs 
1–3%.

The proof point: ask your vendor for an inventory performance 
report. A full one — every publisher that served your ads, with 
fraud and brand safety rates attached. If they send it without 
hesitation, their inventory can withstand scrutiny. If they hedge, 
you have your answer.

Curated Inventory, Not Open Exchange

The role of a digital media manager in efficient B2B advertising 
isn’t ad ops. It’s strategy. The best DMMs know when to 
override auto-optimization when it’s chasing media metrics that 
don’t align with business goals. They track account coverage 
and engagement across the buying committee, adjust creative, 
pacing, and channel mix based on where specific accounts 
are in the buying journey, and continually optimize to ensure 
advertising dollars are reaching and engaging the audiences 
most likely to drive business outcomes.

Human Optimization,
Not Algorithmic Automation

Efficient B2B advertising puts 100% of the media budget into 
media. No license fees. No seat costs. No implementation 
overhead. A transparent management margin — under 20% 
— is the only deduction between what you budget and what 
reaches buyers.

This isn’t just about economics. It’s about alignment. When a 
vendor’s revenue comes entirely from your media performing, 
they have every reason to make the media perform.

No Platform Tax

Audience data for B2B advertising should be continuously 
refreshed against live first-party signals — not static lists built 
from annual data pulls. The most accurate B2B identity data 
comes from observed behavior: who downloaded what content, 
who engaged with which topics, who visited which pages. 
Contact-level intent signals from content engagement are more 
predictive and more current than firmographic lists from third-
party providers.

Audience quality also plays an important role in advertising 
efficiency. Audiences built from verified, first-party engagement 
signals are inherently higher confidence than broad third-party 
segments, helping marketers reach real, active buyers while 
reducing exposure to the invalid traffic and audience quality 
issues that can undermine campaign performance

Fresh, Continuously Refreshed Data

B2B buyers don’t live in one channel. Display, connected TV, 
audio, native advertising, and online video all reach different 
audience segments at different moments in the buying journey. 
The efficiency gain comes from running all of them against the 
same unified data set.

Running programmatic display through one vendor, CTV through 
another, and audio through a third means you’re optimizing 
each channel in isolation. The whole is less than the sum of the 
parts. Orchestrated multi-channel execution against one data 
set is how you build the presence that B2B buying committees 
actually respond to.

Multi-channel Orchestration Against a 
Single Data Set
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Chapter 5

The Questions Every B2B 
Marketer Should Be Asking

Before your next vendor review, budget cycle, or programmatic campaign launch, here are the questions that separate efficient 
B2B advertising from the status quo.

The answer should be a specific number, verified by a named third-party tool (IAS is the 
standard). “We have strong brand safety protocols” is not an answer. Neither is a number 
without a verification methodology.

“What is our current invalid traffic rate, and how is it verified?”

Ask for a full list of every publisher that served your ads in the last campaign, with fraud 
and brand safety rates per publisher. A vendor who can send this without hesitation has 
nothing to hide.

“Can you send me an inventory performance report?”

Add up license fees, management fees, seat costs, and implementation charges. Divide 
the remainder by your total investment. If the answer is below 80%, you’re paying a 
significant platform tax before a single impression serves.

“What percentage of our total investment reaches media?”

The answer should include account-level engagement, buying committee coverage, and 
ICP reach — not just CTR, viewability, and CPM efficiency. If the answer is primarily media 
metrics, the optimization is working against your pipeline goals.

“What metrics is your optimization algorithm targeting?”

Ask specifically: how frequently is audience data refreshed? What are the primary sources 
— first-party observed behavior or third-party list aggregation? What is the estimated 
decay rate of your current audience segments?

“How current is the underlying audience data?”

This question surfaces the incentive structure. If the answer is tied to media delivery 
metrics, the relationship is misaligned with your pipeline goals. If the answer includes 
account coverage and pipeline contribution, you’re in the right conversation.

“Who is responsible for our campaign outcomes, and how are they 
measured?”
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Chapter 6

The Advertising Advantage in Practice

DemandScience was built for the B2B advertising problem as it actually exists — 
not as the programmatic ecosystem was designed to solve it.

A 15-year-curated Trade Desk DSP 
instance with pre-built blacklists, private 
marketplace deals with 260+ premium ad 
networks, and IAS-verified IVT rates that 
consistently run 1–3%

Digital Media Managers who override 
algorithmic auto-optimization when it’s 
chasing the wrong metrics — because 
their job is account coverage and pipeline 
efficiency, not CTR

Transparent inventory reporting that 
names every publisher, every campaign — 
sent without hesitation

Zero platform tax — 100% of media 
budget goes to media, with a transparent 
margin under 20%

247M+ opted-in global contacts 
continuously refreshed through live first-
party engagement signals, not annual 
data pulls

Multi-channel orchestration across 
display, CTV, audio, native, and online 
video — all running against the same data 
set

The result is B2B advertising that actually finds the 
buyers who are out there. Not impressive-looking 
dashboards. Not CTR benchmarks. Not platform 
utilization reports.

Real buyers. Verified impressions. 
Measurable reach into the accounts 
that matter.
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Next Steps

How to Apply This Framework

Before your next vendor review, budget cycle, or programmatic campaign launch, here are the questions that separate efficient 
B2B advertising from the status quo.

Run the DemandScience Advertising Efficiency Calculator to get a personalized estimate of how 
much of your current budget is reaching real buyers — and how much isn’t. It takes two minutes and 
requires only your annual spend, current vendor, and estimated fees.

Step 1: Audit your current setup.

Use the six questions in Chapter 5 in your next vendor review or agency QBR. The answers — or the 
absence of answers — will tell you what you need to know.

Step 2: Ask the hard questions.

Ask your current vendor for a full inventory performance report for your most recent campaign. This 
single document tells you more about the quality of your programmatic setup than any dashboard 
metric.

Step 3: Request the inventory report.

DemandScience media strategists will run the Advertising Efficiency Calculator with you against your 
actual numbers — and show you what a program built for your specific ICP, target accounts, and 
channel mix would look like.

Step 4: Talk to a DS media strategist.

The question is whether your ad stack is actually finding them.

Your buyers are out there.

Run the CalculatorTalk to a Media Strategist

About DemandScience

DemandScience is a B2B demand generation company combining verified buyer 
data, managed advertising execution, and multi-channel orchestration to help 
marketing teams reach the right buyers with less waste and more precision. Learn 
more at demandscience.com.

Sources: FraudBlocker/Gitnux ad fraud industry data (2023–2024); ANA & 
Measured Programmatic Transparency Report (2023); Leadspace/CleanList B2B 
data decay research (2024); IAS verification data from DemandScience campaign 
portfolio. Full sourcing at demandscience.com/resources/blog/the-cost-of-
marketing-data-mirage

https://demandscience.com/advertising-efficiency-calculator/?utm_source=website&utm_medium=document&utm_campaign=fy2027_q2_content_ebook_fixing_b2b_advertising_framework&utm_content=advertising_calculator_cta&sfcid=701PF00000iuYIcYAM
https://demandscience.com/contact/?utm_source=website&utm_medium=document&utm_campaign=fy2027_q2_content_ebook_fixing_b2b_advertising_framework&utm_content=contact_cta&sfcid=701PF00000iuYIcYAM
https://demandscience.com/contact/?utm_source=website&utm_medium=document&utm_campaign=fy2027_q2_content_ebook_fixing_b2b_advertising_framework&utm_content=contact_cta&sfcid=701PF00000iuYIcYAM

