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ABM From Framework
to Operating System.
Why ABM never scaled past the top one percent of
accounts, and what it will take to change that.

A framework is something a company adopts. An operating system is what the
company runs on. ABM is adopted everywhere and run almost nowhere.
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01 · EXECUTIVE SUMMARY

EXECUTI VE S UMMAR Y

ABM won the argument.
Then stopped at the top of the list.
Account-Based Marketing won the argument. Roughly 80 to 84 percent of B2B
organizations now run some form of ABM program, and it has moved well past the pilot
stage into an established part of the go-to-market mix. The debate is over.

And yet ABM remains a framework, not an operating system.

The distinction matters. A framework is something a company adopts. An operating
system is something a company runs on. ABM is adopted at the top of the account
pyramid, executed by a small group of specialists, and applied with real depth to a list
that rarely exceeds twenty or thirty accounts. Below that line, the discipline thins out
fast. Tier two gets templates. Tier three gets a nurture stream and a hope.

This is not a failure of the methodology. ABM's core practices work. Personalized
content is the highest-ROI ABM tactic in the 2026 benchmark data, ahead of executive
events. The methodology is sound. What has never existed is a way to run it at the scale
of an entire go-to-market organization, on every account, every quarter, without a
proportional increase in headcount.

That constraint is now removable. This paper argues three things.

CLAIM 01
ABM stalled for five structural
reasons, and only one of them
is budget.

CLAIM 02
AI has not yet fixed it, because
most GTM AI is built as
assistance rather than as an
operating system, and
because six specific blockers
stand between the two.

CLAIM 03
Twelve agents operating on
one shared Buying Group
Graph are what turn ABM best
practice from a specialist craft
into a default behavior of the
whole revenue organization.

Sources   Demand Gen Report, 2026 ABM Benchmark Survey.
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