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Business Case for Clay
A practical guide for GTM leaders who’ve seen the demo,

believe the upside, and now need to make the business case

land with the CFO, the CEO, and the rest of the room.
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The disconnect demanddrive.com

The gap between “cool demo” and
“let’s spend money.”
You’ve seen the Clay demos. Now you have to convince people who didn’t. 

That’s the tricky part.

Clay is legitimately impressive. The automation, the data enrichment, the flexibility. But 

there’s a massive distance between “that looks cool” and “let’s spend money on this.”


When you try to pitch it to your CEO, your CFO, or your VP of Sales, they don’t care about

features. They ask the questions you can’t answer with a screenshot:


What does this actually cost us in time and money? How do we know it worked? And

who’s going to manage it when everyone internally is already overextended?

If you’re struggling to get buy-in for Clay, you’re not alone. We talk to many GTM leaders who

recognize the platform’s potential but can’t crack the internal selling problem.


The disconnect isn’t about the product. Clay is a paradigm shift. Paradigm shifts require

buy-in from multiple stakeholders, and they each ask different questions.


This playbook fixes that. It gives you the language, the math, and the framing that gets the 

budget approved and the program rolled out without burning credibility along the way.

Features sell a demo. ROI, risk, and ownership sell a budget. 
This guide is about the second conversation.
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What clay is demanddrive.com

What is Clay, and why is it worth the 
investment?
A one-sentence definition for the meeting, and a fuller picture for 

the deck that follows.

Most internal pitches stumble in the first 30 seconds because the answer to “so what is it?” 

is too long. Memorize the line below. Lead with it.

One-sentence answer

Clay is the leading prospecting platform that uses AI to 
automate data enrichment, research, personalization, and 
outreach.

Enrichment. 150+ data sources on 

demand, with waterfall logic for 

coverage and cost.

Research. AI agents read company 

sites, filings, and news to surface sales-

ready leads and accounts.

Personalization. Enriched account 

intelligence, paired with AI content 

generation, enables truly personalized 

outreach at scale.

Outreach. Leads are scored and 

prioritized with full context in the CRM 

record, so reps know who to contact 

first and why.

Clay isn’t a tool you bolt on. It’s the operating layer your 
prospecting motion runs on top of.
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The room demanddrive.com

The questions your leadership  
will actually ask.
Multiple stakeholders, multiple agendas. Their questions won’t be answered 

by a feature walkthrough. Bring the numbers they want to see instead.

CFO Costs

“What’s this going to cost, and how 
do we measure ROI?”

Bring: hours-per-rep math, loaded-cost translation, 

and a 12-month payback model tied to your current 

spend, not industry averages.

VP Sales Adoption

“Will my reps actually use it, and will 
it slow us down during rollout?”

Bring: a phased rollout plan, a rep-experience 

sketch, and a named owner who’s responsible for 

change management.

RevOps Integration

“How does this integrate with what 
we’re already running, and who 
owns it?”

Bring: a map of upstream and downstream systems, 

data-flow boundaries, and a clear DRI for tables, 

credits, and workflows.

Each stakeholder needs a concrete business case specific to your company, your vertical, 

and your current state. Build one page per stakeholder before you walk into the meeting.

CEO Strategy

“Why bet on this instead of the 
three tools we already have?”

Bring: a consolidation story. Which line items go 

away, which capabilities are net-new, and which 

strategic goal it ladders into.

Page 5

https://www.demanddrive.com


The three angles demanddrive.com

Three selling points that actually work.
Forget feature lists. These are the three angles GTM leaders successfully use 

to get Clay approved.

It’s a better ROI play than our current stack.

Don’t lead with features. Lead with math. Use the model below as guidance, making sure to 

map to your specific stack, current process waste, and industry dynamics. 

10-15 
hours of research per rep per week

250-375 
hours saved weekly

$100k+ 
productivity reclaimed

Find out how many hours  your reps 

are spending on manual research 

and list building. For this example, 

we assume 2-3 per day. 

Multiply the average across the 

team. With 50 reps, automating 2-3 

hours per rep per day frees up the 

equivalent of 7 full-time hires.

Calculate the impact by multiplying 

against the loaded cost (salary, 

benefits, overheads, etc.) of your 

reps.

It re duces tool sprawl and operational drag.

Your current stack probably looks like a game of Jenga. Clay orchestrates the inputs into 

one interface. Fewer logins, fewer broken syncs, more selling time.

70%
of reps feel overwhelmed by the number of platforms they need to juggle to close 

deals. Constant tool switching cuts productivity by as much as 40%.

Salesforce 2023 · Harvard Business Review 2023

It can be rolle d out without burden on in-house resources.

The hidden objection nobody says out loud: do we actually have the bandwidth to 

implement it well? The honest answer is usually no, which is why naming an implementation 

partner up front kills the objection before it lands.
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How to frame your internal pitch.
The structure that actually works. Walk through these four moves in order 

and your meeting changes character.

STEP

01
Start with the business problem, not the tool.
Don’t open with “we should buy Clay.” Open with “we’re leaving $X on the table because of 

manual research and prospecting work.” Now it’s a CFO conversation, not a software request.

STEP

02
Show the specific ROI.
Math that maps to your company, your reps, your workflow, your industry. Generic numbers 

don’t convince anyone. Specific numbers tied to what you’re doing today do.

STEP

03
Address the implementation risk head-on.
“Yes, this requires setup. No, we don’t have to do it ourselves. Here’s how we de-risk it.” Name 

the partner, the timeline, and the failure modes you’re designing against.

STEP

04
Tie it to a single business outcome.
More pipeline. Faster cycles. Lower CAC. Higher rep productivity. Pick the one that resonates 

with the leader in the room and build the case around it.

The pitch that gets approved sounds like a finance memo with 
software inside it, not a software memo with finance attached.
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What happens when 
implementation goes wrong.
The failure pattern is predictable. Three things go wrong in sequence, and 

leadership defunds the program before it has a chance.

Burned credits.

Unvetted workflows run hot. Enrichment fires on every row, every time. Credits get 

consumed by experiments that never make it into production.

Missed ROI.

Targets promised to leadership go unmet because the implementation wasn’t scoped to 

those targets. The math that won approval becomes the math that loses it.

Unprovable results.

The hardest one. You may have hit the goal, but reporting wasn’t designed in. Leadership 

sees no proof, the program looks failed, and budget gets pulled.

Here’s the loop: workflows burn credits inefficiently. ROI stays misaligned with what you 

promised. You can’t articulate the wins clearly enough to justify continued investment. 

Leadership sees a failed bet and defunds the program.


The loss isn’t just the software investment; it’s the opportunity cost of what your team 

could have built in the same window, plus the political cost of having pitched it. The next 

platform you try to bring in starts with a deficit.


Many of the failed Clay implementations we’ve seen look just like this: pitched hard, got 

buy-in, quietly under-delivered for two quarters before being wound down. The pattern is 

predictable, which means it’s preventable. The next chapter is about the three things 

successful rollouts have in common.
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The three ingredients of a 
successful rollout.
The difference between a failed implementation and a wildly successful one 

almost always comes down to three things.

Industry expertise.

Clay can surface the buying signals that actually matter in your vertical, provided it’s 

set up by an expert who can tell it what to look for.

Creative problem-solving.

The data sources and workflows that produce real signal are rarely the obvious ones. 

Discovery work up front saves rework later.

Implementation rigor.

Adoption, governance, and measurement built in from day one. If reps don’t use it 

consistently, none of the rest matters.

Without these

Workflows burn credits inefficiently

ROI stays misaligned with what you 
promised

Wins can’t be articulated clearly

Leadership reads it as a failed bet

Program gets defunded after a few 
quarters

With THEM

Workflows optimized from day one

ROI targets hit reliably and visibly

Impact reported in finance-friendly terms

Clay becomes the backbone of your GTM 
engine

Program earns expansion, not extinction
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Next steps: build your case.
A short checklist you can take into your next prep session. Work through 

these in order and you’ll be in the strongest position to get approval.

Your internal-case checklist

Quantify the waste. Hours per rep per week on manual research and list building, 

converted to loaded cost.

Identify the line items that consolidate. Which existing tools shrink, sunset, or get re-

scoped under a Clay-led architecture.

Write the stakeholder one-pagers. One each for CFO, VP Sales, RevOps, and CEO. 

Different opener, same underlying business case.

Name the implementation owner. Internal or external. Don’t walk into the meeting without 

an answer to “who runs it?”

Pre-commit to a measurable outcome. One number, 90-day horizon. Pipeline, cycle time, 

cost-per-meeting, or rep capacity.

Pre-build the reporting. Decide how you’ll prove the outcome before you start. Unprovable 

wins get treated as losses.

If you’re trying to sell Clay internally, you need a business case that 
speaks to your leadership’s concerns, not a feature demo
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Ready to build your internal case?

Turn Clay from a “cool tool” into 
your competitive advantage.

If you’re struggling to get buy-in, or you’ve already approved Clay and need help 

implementing it right, let’s talk. We’ll help you build the business case that resonates with 

your leadership and run the implementation that delivers.

Speak to one of demandDrive’s GTM 

engineering experts today.

Get in Touch
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