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Why make this your #1 priority messaging gets tuned out—and what actually 
accelerates buying decisions instead.

Every industrial CEO is told the same thing, often just with different logos  
on the slide.

Safety should be the top priority. Cybersecurity should be the top priority. 
Sustainability should be the top priority. Quality. Talent. Digital transformation. 
Supply chain resilience. AI governance. Regulatory compliance. Cost reduction.

Individually, many of these themes are legitimate. Collectively, they create a 
problem: priority inflation. When everyone claims to be the C-level imperative, 
the phrase stops meaning anything. The signal blurs into noise, and CEOs do 
what rational leaders do when they’re overwhelmed: they filter aggressively.

This isn’t a matter of irresponsible executives ignoring important issues. It’s a 
story industrial marketers need to know about how executive attention actually 
works in complex industrial organizations—and why generic make us #1 
language is one of the easiest things for buyers to ignore.
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The data point that tells the real story

In the Q4 2025 Industrial Buyer Pulse, 
respondents were forced to choose the 
single factor most likely to accelerate 
approval for a planned investment. The 
results are decisive:

•	 Proven payback / ROI case: 34%

•	 Supplier delivery guarantees: 29%

•	 Regulatory requirement: 14%

•	 Financing / terms: 13%

•	 Peer / customer reference: 5%

•	 Executive mandate: 3%

Read that again: executive mandate 
ranked dead last. It wasn’t just a lower 
than expected ranking, but a rounding-error 
compared to ROI and delivery assurance.

This is the clearest evidence you could 
ask for that the CEO mandate narrative 
is mostly a vendor fantasy. Industrial 
decisions don’t get green-lit because a 
CEO declares a new priority. They get 
green-lit when the business can see and 
defend hard outcomes, especially payback 
and operational assurance. 
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Why CEOs tune out #1 priority language

Make this #1 messaging fails because it asks CEOs to do something 
impossible: pick a single overarching focus in an environment 
where multiple existential risks and constraints are always present.

And even when a CEO does care deeply about a domain (safety, 
cyber, climate), the internal reality remains the same: industrial 
buying is a multi-stakeholder, evidence-driven process. Declaring 
urgency isn’t the same as producing approval.

The Q4 Industrial Buyer Pulse research implicitly explains why. 
Buyers aren’t saying leadership doesn’t matter. They’re saying  
that mandate isn’t the trigger. It’s not what pushes an initiative  
over the line. 

What pushes it over the line is:

•	 A credible ROI story the organization can defend

•	 Assurance that execution won’t create new risk (e.g., delivery 
performance, service levels) 

The modern buyer environment makes mandate-
messaging even less effective

The Q4 report also shows that industrial buying is increasingly 
shaped before sales and leadership ever enter the conversation:

•	 83% of respondents shortlisted at least one supplier before any 
live interaction. 

•	 92% used AI tools to research suppliers in the past 90 days. 

This matters because broad executive-priority messaging is often 
designed for the top of the funnel—to create urgency and set 
direction. But buyers are forming opinions and shortlists through 
self-serve research and AI summaries long before a CEO mandate 
could realistically enter the picture. 

So even if your category truly belongs on the CEO agenda, the 
marketing that actually influences buying needs to perform in the 
channels where decisions are being shaped: digital research, proof 
assets, and operational credibility that survives AI compression.

What this means for industrial 
marketers: stop selling priority, 
start selling triggers

If executive mandate is the lowest-
ranked accelerator (3%), then a lot of 
common B2B positioning is simply 
miscalibrated. 

Here’s the shift:

Don’t say:

•	 “This must be a CEO priority.”

•	 “This is a board-level imperative.”

•	 “Now more than ever…”

•	 “Your #1 focus should be…”

Try:

•	 “Here’s the business case.”

•	 “Here’s the operational assurance.”

•	 “Here’s what changes, what it costs, 
and when it pays back.”

•	 “Here’s the guarantee / SLA / 
delivery commitment that de-risks 
the decision.”

The data is clear: the green buttons 
are ROI and delivery guarantees, not 
executive declarations. 
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A practical framework for building 
messaging that actually accelerates 
approvals

Use the same logic implied by the green-
light triggers:

1) Lead with a defensible ROI narrative

Not vague value, but a story that survives 
scrutiny: payback period, cost avoidance, 
throughput impact, downtime reduction, 
labour impact—grounded in the buyer’s 
reality. The research explicitly calls out ROI 
stories as non-negotiable, pointing to case 
studies, calculators, and TCO models as 
critical assets. 

2) Make operational assurance as 
tangible as the product

Delivery guarantees ranked almost as 
high as ROI (29% vs 34%). That’s a loud 
signal that how reliably you deliver is often 
as persuasive as what you sell. If you can 
credibly offer service-level commitments, 
lead-time transparency, or other reliability 
proof, it should be front-and-center, not 
buried in sales conversations.

3) Treat mandate as an outcome of proof, 
not a substitute for it

Executive alignment is valuable, but it 
typically follows evidence. When the 
organization can see payback and de-
risked execution, leadership support 
becomes easier to secure. Trying to 
shortcut this with CEO priority language is 
simply not how approvals accelerate. 
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