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Executive Summary

B2B buying groups now average nine stakeholders (INFUSE Voice of the Buyer, 2026), 
a structural shift that makes legacy prospect-based targeting models outdated. This 
guide provides a buying group framework that aligns go-to-market (GTM) teams 
around buying group engagement and measurable pipeline outcomes.

Key insights:

Map the structural shifts in targeting logic that move organizations from individual 
leads to coordinated buying groups spanning multiple functions and seniority levels

Align coverage models and orchestration workflows to engage all relevant 
stakeholders within target accounts simultaneously

Build measurement frameworks that track group engagement patterns rather than 
isolated lead metrics

Validate ROI potential through ABM programs that consistently outperform 
non-ABM marketing on pipeline efficiency

Prioritize sales and marketing alignment to close the cross-functional coordination 
gaps that commonly stall ABM execution

Read the full guide to implement buying group targeting that aligns 
GTM teams around buying group engagement and measurable 
pipeline outcomes.

https://infuse.com
https://infuse.com/
https://infuse.com/glossary/buying-group/
https://infuse.com/insight/infuse-insights-report-voice-of-the-buyer-2026/
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Why lead-list logic fails B2B buying reality
Lead-list logic fails in today's B2B buying reality because it optimizes for individual 
conversion while the actual buying unit operates as a distributed group. INFUSE Voice 
of the Buyer 2026 finds an average of nine people participate in each B2B purchase 
decision, with regional variation ranging from nine in NAM and APAC to ten in EMEA.

Optimizing for single-contact engagement targets roughly one-ninth of the actual 
buying group, leaving the majority of stakeholders outside the engagement strategy. 
EMEA buyers in particular have seen large buying groups (ten or more people) grow 
substantially year over year, reinforcing that targeting sophistication must scale with 
group size.

Information overload compounds the disconnect between lead-scoring outputs and 
actual purchase behavior. Buyers across different roles conduct parallel research 
streams, evaluating vendors through channels that remain invisible to traditional 
tracking. Mapping how information flows across buying group members before 
formal engagement begins is what shifts coverage out of the dark funnel and into 
measurable engagement.

Demand leaders recognize the symptoms of this misalignment in their pipeline metrics. 
High marketing qualified lead (MQL) volumes coexist with stalled opportunities, engaged 
contacts cannot move deals forward alone, and attribution models reward activity 
volume over actual influence on group decisions. The industry shift from lead generation 
to demand generation reflects this structural change in targeting logic.

Explore the dangers of only focusing on bottom of funnel prospects 

https://infuse.com
https://infuse.com/
https://infuse.com/insight/infuse-insights-report-voice-of-the-buyer-2026/
https://infuse.com/insight/infuse-insights-report-voice-of-the-buyer-2026/
https://infuse.com/insight/content-strategies-light-up-dark-funnel/
https://infuse.com/insight/demand-generation-vs-lead-generation/
https://infuse.com/insight/demand-generation-vs-lead-generation/
https://infuse.com/insight/the-dangers-of-only-focusing-on-bottom-of-funnel-leads/
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Role 1 

The champion

The champion serves as the internal advocate 
who builds consensus and navigates 
organizational politics. This role requires 
content that supports internal selling, 
including ROI calculators, competitive 
comparisons, and executive summaries 
designed for forwarding to colleagues.

Role 3

The technical evaluator

Technical evaluators assess implementation 
feasibility, integration requirements, and 
security compliance. Detailed documentation, 
architecture diagrams, and proof-of-concept 
frameworks address their primary objections.

Role 5

Procurement and compliance

Procurement stakeholders evaluate 
vendor risk, contract terms, and regulatory 
compliance. Certifications, service level 
agreements (SLAs), and reference client lists 
satisfy their due diligence requirements.

Role 2 

The economic buyer

Budget authority rests with the economic 
buyer, typically a VP or C-level executive 
who approves expenditure. Content for this 
role must address business outcomes, risk 
mitigation, and strategic alignment rather 
than feature specifications.

Role 4

The end user

End users drive adoption success and often 
surface usability concerns that can derail 
late-stage deals. Workflow demonstrations 
and peer testimonials resonate with this 
audience segment.

Role 6 

The influencer

Domain experts provide specialized guidance 
without holding direct approval authority, 
shaping group perception through technical 
credibility. Thought leadership and research-
backed content build trust with this role.

The anatomy of a B2B buying group

A B2B buying group functions as a cross-functional team assembled to evaluate, validate, 
and approve a specific purchase. The typical group for a complex B2B purchase includes 
six or more distinct roles, each arriving with independently gathered information.

Buying group composition shifts across the buyer's journey. Champions and technical 
evaluators typically engage first during awareness and early consideration. However, 
economic buyers and executive sponsors enter during deeper evaluation, while 
procurement and compliance roles surface late in the decision stage.

https://infuse.com
https://infuse.com/
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How to evolve from ICP to buying group profile 
in ABM audience segmentation
Ideal client profiles (ICPs) that target companies without mapping the people within 
them identify where to engage, but not who to reach. INFUSE Voice of the Marketer 2026 
research shows organizations exist on a spectrum from individual targeting to full buying 
group orchestration, with 56% of marketers carrying lead generation responsibility while 
46% own revenue outcomes.

Systematic profile development closes the execution gap through three layers. Role 
identification determines which titles participate, priority mapping establishes whose 
concerns dominate at each stage, and influence weighting distinguishes formal 
authority from informal sway. Each layer depends on accurate underlying records, which 
lead enrichment work supplies as new contacts surface.

Migration from ICP to buying group profile follows a structured path with three 
operational checkpoints:

FIRST, audit current profiles for role blindness by identifying which stakeholders the 
existing targeting reaches and which it systematically misses

✔

SECOND, overlay historical win data to identify consistent stakeholder patterns across 
closed deals

✔

THIRD, codify these patterns into repeatable buying group templates by segment, 
enabling content repurposing for each funnel stage that addresses role-specific priorities

✔

https://infuse.com
https://infuse.com/
https://infuse.com/insight/infuse-insights-report-voice-of-the-marketer-2026/
https://infuse.com/insight/the-benefits-of-lead-enrichment-for-enhancing-lead-conversions/
https://infuse.com/insight/demand-marketers-guide-to-repurposing-content-for-each-funnel-stage/
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The three-signal model for firmographic, intent, and 
activity data
Firmographic fit alone creates false equivalence between accounts that match target 
criteria, making ready buyers indistinguishable from dormant accounts with identical 
profiles. The three-signal model resolves this timing blindness by layering intent and 
activity data onto fit criteria.

Eligibility (firmographic and technographic signals)

Layer 1 establishes whether an account could buy based on organizational characteristics and 
technology stack. Company size, industry vertical, revenue band, and confirmed technology fit 
determine baseline eligibility, acting as a filter that removes accounts the solution cannot serve.

Timing (intent signals)

Layer 2 introduces timing through intent signals that reveal when accounts actively research solutions. 
Third-party intent data, high-intent website behavior, and topic-specific content consumption 
distinguish accounts in active evaluation from accounts that are merely a good theoretical fit.

Readiness (buying group activity signals)

Layer 3 confirms readiness through buying group activity signals showing multiple stakeholders 
engaging across touchpoints. Single-contact activity misleads because individual engagement does 
not represent group momentum. Clustered engagement across roles within a compressed time window 
signals group mobilization rather than isolated research.

LAYER 1

LAYER 2

LAYER 3

https://infuse.com
https://infuse.com/
https://infuse.com/glossary/firmographics/
https://infuse.com/glossary/high-intent/
Daniel Aleixo
@m.radochyna@infuse.com the link is here, but it's not showing it' s a link to the user



INFUSE.com 7

From Lead Lists to Buying Groups: The ABM Targeting Evolution

How to operationalize buying group targeting 
across channels?
Operationalizing buying group targeting means shifting from capturing individuals 
to engaging entire accounts, and from prospect volume to stakeholder coverage. Paid 
media should move from single-persona targeting to account-level frequency with 
role-based creative to reach multiple stakeholders with relevant messaging.

Content activation contracts require restructuring around multi-contact delivery 
guarantees per account. Vendors defaulting to individual prospect pricing scatter 
contacts across hundreds of accounts, producing isolated names without group coverage. 
Negotiating buying group coverage terms with content activation partners ensures 
syndication spend generates clustered contacts within priority accounts.

Email and nurture sequences must acknowledge different stakeholder priorities within 
the same account through role-specific content paths. The CFO receives cost-justification 
materials while the technical evaluator receives integration documentation, with neither 
receiving identical messages that ignore their evaluation criteria. Stakeholders filter 
content through role-specific concerns, which is why defensive buying groups ignore 
one-size-fits-all sequences.

Sales development representative (SDR) outreach coordination depends on account-level 
engagement maps showing which roles have engaged and which remain uncontacted. 
Multi-threaded account coverage, rather than repeated outreach to a single warmed 
contact, produces the consensus that individual-contact outreach cannot build.

How measurement shifts from lead conversion 
to buying group progression
Measurement shifts from lead conversion to buying group progression when dashboards 
track account-level advancement instead of individual activity. Lead-focused dashboards 
can show strong volume while buying groups still lack full stakeholder coverage, hiding 
pipeline risk.

Lead conversion rates also ignore buying group composition. For example, an account 
may have three "converted" leads from the same role while key finance, legal, and 
executive stakeholders remain unengaged.

https://infuse.com
https://infuse.com/
https://infuse.com/insight/amplify-b2b-marketing-content-activation/
https://infuse.com/insight/6-steps-engaging-defensive-buying-groups/
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The common pitfalls in the transition to buying 
group alignment
ABM programs that launch buying group targeting and declare success after three 
months of increased contact acquisition frequently hit subsequent pipeline stalls that 
follow a predictable pattern.

Treating buying groups as lead lists: 
Aggregating contacts under an account label without orchestrating engagement sequences or role-specific 
messaging produces lead generation with additional administrative overhead.

Declaring victory on vanity metrics:  
Reporting increased account engagement without tracking coverage across decision-making roles masks 
the absence of group-level progression.

Skipping the ICP validation step:  
Launching buying group programs against inherited target account lists perpetuates the same 
misalignment that undermined prior lead generation efforts.

Underinvesting in role-specific content:  
Distributing generic messaging to all members fails to address the distinct evaluation criteria that finance, 
technical, and executive stakeholders apply.

Ignoring sales-marketing alignment:  
Transitioning from individual lead focus to full buying group orchestration without establishing shared 
definitions or handoff protocols generates gaps that erode internal trust.

Diagnosing these patterns early enables course correction. INFUSE's reference 
on ABM program underperformance catalogues the failure modes that surface most 
often and points to the structural fix for each.

1

2

3

4

5

COVERAGE RATE

Measures the percentage 
of target roles engaged 
per account

MULTI-STAKEHOLDER 
ENGAGEMENT

Tracks accounts with three 
or more active contacts 
across distinct functions

GROUP VELOCITY

Calculates time from first 
engagement to multi-
role activation

Replacement metrics address this gap through three dimensions:

https://infuse.com
https://infuse.com/
https://infuse.com/insight/8-reasons-your-abm-program-is-not-working-and-how-to-fix-it/
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Key takeaways
Anchor buying group targeting in stakeholder-level data, not account-level proxies: 
Buying group programs convert engagement into pipeline progression when targeting 
maps to the nine-person average decision unit. Programs that rely on firmographic fit 
alone reach a fraction of the actual buying group, leaving stakeholders the rest of the 
program never engages.

Map the group's scope using buying group size data: Buying groups averaging nine 
members globally require coverage strategies that address each role's evaluation criteria, 
preventing single-thread dependencies that stall deals.

Validate targeting against group composition: Historical win data reveals consistent 
stakeholder patterns across closed deals, exposing role coverage gaps that isolated lead 
metrics cannot surface.

Build role-specific engagement paths: Economic buyers, technical evaluators, and end 
users each apply distinct evaluation criteria, requiring differentiated content rather than 
single-message distribution.

Refresh targeting criteria as market conditions shift: Buying group composition evolves 
continuously, with regional variation demanding quarterly recalibration.

Treat buying group targeting as continuous optimization: Static assumptions degrade 
over time as organizational structures evolve, requiring ongoing validation against 
closed-won and closed-lost analysis.

TURN ABM BUYING GROUP TARGETING INTO PIPELINE RESULTS

Our INFUSE demand experts build campaigns grounded in real buyer 
behavior and market intelligence.

Speak to a demand expert to apply research-backed buying group 
targeting to your demand generation programs

https://infuse.com
https://infuse.com/
https://infuse.chilipiper.com/round-robin/infuse
https://infuse.chilipiper.com/round-robin/infuse
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FAQs
What is the difference between ICP and buying group profile targeting?

ICP targeting defines which companies to engage based on firmographic fit, while buying 
group profile targeting adds the layer of which stakeholders within those companies 
need to be engaged to advance a deal. ICP answers the question of where to spend 
budget, while buying group profile answers who to reach once that decision is made.

How many people are in a typical B2B buying group?

B2B buying groups average nine people globally, with regional variation from nine 
in NAM and APAC to ten in EMEA (INFUSE Voice of the Buyer, 2026). Buying group size 
correlates with solution complexity and deal value, with larger groups being common 
in enterprise purchases and compressed ones in mid-market deals.

How do firmographic and technographic data combine with intent for ABM targeting?

Firmographic and technographic data identify which accounts are a fit, while intent data 
shows which ones are actively in-market. Together, they narrow targeting to accounts 
that are both eligible and researching solutions. Buying group signals add a final layer 
by confirming multi-stakeholder engagement within those accounts.

Why do lead-based ABM programs stall at the opportunity stage?

Lead-based ABM programs stall at the opportunity stage because engagement 
concentrates on individual contacts rather than the full buying group that must align for 
a deal to advance. A single engaged champion cannot drive consensus through finance, 
technical, and executive stakeholders who have not encountered the solution.

What role does sales and marketing alignment play in buying group targeting?

Sales and marketing alignment ensures buying group targeting is coordinated rather 
than duplicated or inconsistent. Without shared account definitions, tiering, and handoff 
rules, teams often engage the same stakeholders with conflicting outreach. More mature 
organizations move from lead-focused activity to coordinated buying group orchestration 
through tighter alignment.

https://infuse.com
https://infuse.com/
https://infuse.com/insight/infuse-insights-report-voice-of-the-buyer-2026/
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