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foreword

Welcome Fellow Marketer:

Every day I encounter marketers who are working to create a data-driven 

organization. Some are at the very early stages and just starting to scratch 

the surface; others are many years into the process and leveraging advanced 

techniques—and technologies—to help them achieve their goals.

At Visual IQ, we wanted to create a resource to which marketers could turn for 

advice on this process from their peers who have already done it, whether at a 

brand, an agency, or a solution provider. The result is Data-Driven Marketing: 29 

Experts Tell You How to Transform Your Marketing Organization.

We asked each expert for the advice he or she would give a peer if that person 

were seeking to make his or her marketing organization more data driven, 

and I’m thrilled with the incredibly diverse advice these experts gave. The 

insights range from internal change management and breaking down channel/

departmental silos to advice about technology and the implementation process. 

Underlying these topics are insights around the need for marketing attribution 

and a holistic view of your overall marketing ecosystem.

We think there’s something useful for everyone, and we hope you’ll find a few 

specific gems within these pages that you can use at your organization.

Regards,

Manu Mathew 
Co-founder & Ceo, Visual IQ

As a pioneer in the space, Visual IQ 

has been producing the world’s most 

powerful cross channel marketing 

attribution software since 2006. 

Its hosted IQ Intelligence Suite of 

products combines a user-friendly 

interface with advanced attribution 

management and predictive 

modeling functionality to provide 

clear recommendations for marketing 

optimization. recognized as a leader 

in cross channel attribution by a 

leading market research firm in 2014, 

Visual IQ won The drum’s 2015 digital 

Trading Award for Best Attribution 

Solution, won the 2014 ASPY Award 

for Best data or Analytics Solution, 

and was a finalist in the digital 

Analytics Association’s excellence 

Awards in 2013, 2014 and 2015. for 

more information, visit 

www.visualiq.com.
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InTroduCTIon

Content has long been king in marketing, but that king has now been dethroned. The new 

king is data. With technologies making it possible to track individual actions, from first 

contact to final transaction, in an omni-channel marketing environment, marketers are 

able to shape and personalize content in near real–time so that it drives desired business 

outcomes. New marketing analytics and automation tools are changing how companies 

use their huge stores of data. All this progress is great, but many businesses still struggle to 

realize the full potential of their marketing initiatives.

In this e-book, which is generously supported by Visual IQ, we have endeavored to discover 

how companies use data to help ensure the success of their marketing strategies. We asked 

marketing experts the following question:

I am confident you will find many rich and useful insights in these essays. Two key ideas 

are the importance of a data-driven culture within the business and management allowing 

the time needed for a new marketing strategy to prove itself. One cannot enter into this 

process expecting instant results. Given the proper time, however, data-driven marketing 

models can deliver impressive, game-changing results. 

I hope you find these essays as informative as I have.

All the best,

david rogelberg

Publisher © 2015 Mighty Guides, Inc.   I   62 nassau drive   I   Great neck, nY 11021   I   516-360-2622   I   www.mightyguides.com

if you had to give someone advice on how to turn his or 

her marketing organization into a data-driven marketing 

organization, what advice would you give?

Mighty guides make you stronger.

These authoritative and diverse 
guides provide a full view of a topic. 
They help you explore, compare, 
and contrast a variety of viewpoints 
so that you can determine what will 
work best for you. Reading a Mighty 
Guide is kind of like having your own 
team of experts. Each heartfelt and 
sincere piece of advice in this guide 
sits right next to the contributor’s 
name, biography, and links so that 
you can learn more about their work. 
This background information gives 
you the proper context for each 
expert’s independent perspective.

Credible advice from top experts 
helps you make strong decisions. 
Strong decisions make you mighty.
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BeYond The CuSToMer JourneY

How do you build a data-driven marketing organization? 

Step One. Decide early on whether to build a centralized or 
a decentralized marketing function. Determine whether your 
capabilities will be able to scale and leverage your statistical 
analysis system. That will define how you drive the whole 
data-driven marketing concept.

Step two. Figure out whether your executives view marketing 
as an investment or a cost. Do they think marketing adds 
incremental value or builds up a competitive advantage? If 
they do, they will view the marketing function as strategic and something more than just overhead. 

My organization errs on the side of centralization and toward building, scaling, and leveraging data 
to maintain strategic advantage against our competitors. Internally, we are expected to run at a 
profit. That forces us to scrutinize each channel and determine our key performance indicators. We 
divvy up budgets after we have defined our metrics for measuring each channel’s success. Then, 
we optimize across channels.

Jenny 
WatSOn

Jenny Watson has held global executive 
marketing and operational roles in 
the United States and China. She 
spent the past 13 years in e-commerce 
companies, predominantly in the 
travel industry, including eight years 
with Expedia. Jenny is currently 
with AutoNation (a Fortune 200 
automotive retailer), leading digital 
marketing programs and the technical 
infrastructure that supports them. 
Being customer-centric, bridging the 
gap between the online and offline 
customer experiences, and evaluating 
the effectiveness of marketing 
investments are key components of her 
digital strategy.

vP of digital and 
direct Marketing, 

AutoNation Inc.

Decide early whether to build a centralized or a 

decentralized marketing function.

MOSt COMPanieS dOn’t 

truSt their Marketing 

dePartMent’S nuMBerS—they 

Prefer finanCe’S nuMBerS.

attriButiOn iS key tO 

BeCOMing data driven, 

helPing yOu nOt Only 

underStand the CuStOMer 

JOurney, But alSO What 

inveStMentS yOu Can 

Make tO faCilitate thOSe 

CuStOMer JOurneyS.
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My company made deliberate choices about how to organize the marketing function. Our 
marketing analytics team, for instance, is housed within the finance department. Why? Frankly, 
because most companies don’t trust their marketing department’s numbers very much. They 
trust finance’s numbers. 

Our analytics team plays the Switzerland role—the trusted, neutral advisor to finance. That 
helps immensely. That team has no emotional investment in my department’s numbers and 
no reason to bias data. We can’t be accused of bias when we make our budgeting requests. 
That’s obviously important. Data-driven marketing requires a lot of investment—infrastructure 
building, team building, and process building. 

Another component that’s key to becoming data driven is attribution. A current key macro 
trend, for example, is to eliminate linear funnels. Customers don’t take linear steps anymore 
as they interact with brands: they use multiple devices and are exposed to numerous 
touchpoints. Based on all those interactions, we are working on fractional attribution to assign 
value to our various in-market investments. 

Attribution has value beyond the customer journey, as well. We pull our vendors’ raw data 
through our attribution model to measure them against their relative peers in our mix of partners. 
That way, we can set a baseline value to all our partners vis-à-vis our business objectives  
using attribution. 

My belief is that to be data driven, an agile approach to marketing is key. You need process, budget, 
and infrastructure that support agile methodologies and foster continual testing and iteration of 
everything you put into market. To do that, you need data. Data are not enough, however: you also 
need cross-functional team collaboration and local market knowledge. If you have those things 
in place, you will be set up to dive deeply into data and come up with critical new insights and 
actionable plans. You will find that you’re making decisions faster and that you understand how to 
react effectively to consumer behavior in a rapidly changing marketing environment.

BeYond The CuSToMer JourneY
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A CenTer for CAPTurInG onlIne And offlIne dATA IS eSSenTIAl

The most important step in developing a data-driven 
marketing organization is being able to capture both online 
and offline data.

Online data include all sources of directional analytics, such 
as downloading apps, app usage, website activity, and content 
engagement. Online analytics are directional in that they result 
from actions users take as they engage with both inbound 
and outbound online assets; therefore, they provide direct 
measurements of user behaviors. Offline data are traditionally 
seen as business intelligence (BI) data. They encompass business data but can also include data 
from offline activities. BI people can use this aggregated business data to determine actual return 
on investment, actual revenue per 1,000 impressions, and actual cost per 1,000 impressions.

The directional data from analytics are the only data that provide insight into goal-tracking user 
behaviors, whether conversions or user-generated revenue. This means that directional data become 
valuable not only in the light they shed on marketing inferences, but also as a back end to the BI 
analysis, providing a connection between user behaviors and business results.

ChriS 
BridgeS

Chris Bridges is general manager 
of analytics at Analytics Pros, Inc. 
His 26-year career started at DEC, 
followed by 17 years at Intel as a 
software engineer and manager. Chris 
left Intel and became director of 
engineering at MySpace, director of 
analytics at Outlook and Grindr, and 
then director of enterprise analytics 
at IAC for About.com and 10 other 
properties, totaling over 30 billion 
hits per month. In recent years, 
Chris also founded the Wonkydata 
analytics agency.

gM, Analytics Services, 
Analytics Pros, Inc.

The most important step in developing a data-driven 

marketing organization is being able to capture 

both online and offline data.

With a SOlid fOundatiOn Of 

Online and Offline data, it 

BeCOMeS POSSiBle tO develOP 

attriButiOn MOdelS that 

PrOvide deePer inSightS 

intO the effeCtiveneSS Of 

Marketing StrategieS. 

WithOut high-level SuPPOrt, 

any data-driven Strategy 

Will Suffer frOM the MyOPia 

Of the OrganizatiOn under 

WhiCh the data fall.

KEY LESSONS
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With a solid foundation of online and offline data, it becomes possible to develop 
attribution models that provide deeper insights into the effectiveness of marketing 
strategies. To successfully apply an attribution model, it is necessary to track everything 
you care about, which usually includes engagement with all your digital assets, including 
social, YouTube, email, mobile apps, ad clicks, search—everything that provides insight 
into user behaviors. Attribution of inbound analytics relies on proper tagging. One reason 
attribution models fail is that tagging is often not done well, so it’s good practice to have 
a person solely focused on tagging and updating tags to accommodate new assets and 
changing campaigns.

From there, you can determine which traffic sources are providing a consistent benefit 
and which are not. If the tagging and attribution data are accurate, you can determine 
which traffic sources or combination of traffic sources are delivering conversions, and 
then determine the cost of any desired metric, such as cost per impression or cost per 
conversion. You can also relate those conversions to specific user cohort characteristics, 
such as geographical location or age. With this information, you can not only define your 
marketing strategies, but also adjust them accordingly.

To build an excellent data-driven marketing organization, you must have buy-in at the 
highest level. The CEO needs to praise the idea of analytics, and you need to have reports 
generated for that high-level perspective. Otherwise, data suffer from the myopia of 
the organization under which they fall. For instance, if the data fall under finance, an 
inordinate amount of effort can be spent on determining why the data do not balance 
exactly while overlooking essential business insights they contain.

A CenTer for CAPTurInG onlIne And offlIne dATA IS eSSenTIAl
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A fIVe-PronGed APProACh To dATA-drIVen MArkeTInG

Most marketers recognize that data is the backbone of a 
successful marketing strategy, but building a data-driven 
marketing organization can be challenging. Putting your 
data to work for more effective, accountable, and predictable 
marketing requires a five-pronged approach:

•	 align marketing success to business results. All too 
often, marketing comes under the gun because its 
tactics aren’t perceived as having a direct impact on the 
company’s bottom line. Successful data-driven marketing 
organizations prove their value by working closely with 
senior management, especially the CEO and CFO, to define, 
align, and prioritize the metrics that are most relevant to 
the company and its business objectives. Aligned metrics not only demonstrate marketing’s 
contribution to the organization, but also provide marketers with more confidence in their 
decisions and more clarity on where to focus their efforts.

•	 eliminate data silos. New opportunities lie in the massive amount of consumer interaction 
data that’s generated every second. Unfortunately, most of this data lives in silos, leaving 
marketers with inconsistent and duplicate conversion data as well as an incomplete view of 
their customers’ journeys.  

Bill 
Muller

Bill Muller is the chief marketing officer 
(CMO) at Visual IQ. He is a recognized 
expert in business-to-business lead 
generation and thought leadership on 
both the agency and brand sides of the 
industry. Prior to Visual IQ, he spent nine 
years as CMO at global performance 
marketing agency iProspect, where 
he helped grow the organization from 
startup to worldwide leader in its space. 
Bill has written articles for CMO.com, 

Search Engine Land, and BtoB Magazine 
and has spoken at the DMA Annual 
Conference, the CMO Club Summit, and 
the SES Conference, among others.

Chief Marketing Officer, 
Visual IQ

New opportunities lie in the massive amount of consumer 

interaction data that’s generated every second.
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The most effective marketing organizations use sophisticated data aggregation techniques 
to integrate all their marketing data (from ad servers, email platforms, customer relationship 
management systems, data management platforms, real-time bidding, etc.) into a single 
data repository. This consolidation and integration of disparate data not only reveals new 
insights, de-duplicates conversions, and uncovers hidden optimization opportunities, but 
also enables marketers to get the 360-degree view of their prospects and customers.

•	 turn data into insight. Combining multiple data sources is one thing; intelligently 
interpreting that data into actionable insight is another. Successful marketing organizations 
arm themselves with advanced marketing attribution platforms that enable them to 
translate raw data into actionable insights. With advanced attribution, marketers can 
understand the performance of individual channels, campaigns, and tactics; the influence 
that each has on the other; and their overall performance as part of an integrated 
marketing strategy.

•	 Predict performance. To generate maximum return on investment, marketers need to 
know not only what has been working but also what is likely to work in the future. Using 
predictive analytics, marketers can perform a “what if ” analysis to understand the potential 
impact of changes (price adjustments, discounts, budget reallocations, etc.) before they are 
made. Armed with this kind of forward-facing, data-driven insight, marketers can create and 
implement more effective cross-channel marketing strategies. 

•	 automatically execute optimized buys. To be truly successful, it’s critical that the 
optimization recommendations gleaned from the data are implemented in daily operations 
and spend decisions. The most effective data-driven marketing organizations have 
processes for implementing recommendations and automatically sending media buying 
instructions to execution platforms, including demand-side platforms, real-time bidding 
tools, and trading desks, for more effective optimization.

Embracing these five practices can empower marketers at any organization to put their data to 
work for more effective, accountable, and predictable marketing.

A fIVe-PronGed APProACh To dATA-drIVen MArkeTInG
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ThrouGh The CuSToMer’S eYeS

Being data driven starts with integrating all your customer data 
sources and using the art and science available to understand 
what that customer is telling you through data. I have always 
found that to be the easy part. Where there seems to be an 
epidemic problem is in organizations’ failure to rearrange their 
businesses around a customer-centric business model to better 
leverage customer desires.

So, here’s my high-level advice for becoming a data-driven marketing organization:

•	 Become customer-centric. You can’t have a data-driven organization if you don’t place 
customers at the forefront of your business model. On the technical side, becoming customer-
centric means collecting all your customer touchpoints and integrating them into a knowledge 
base. Customers will offer up critical pieces of information through your various channels 
of business, but the data are useful only if you are tracking and weaving them together to 
understand your customer story. You can do that in a data repository, but likely that will not be 
enough. You also need to reorganize around your customer, if you want to leverage their data 
fully from all angles.

JaMie 
darnOW

Jamie Darnow is the founder of CXO 
Consulting, a boutique consulting firm 
that offers strategic guidance to CEOs 
in the health care, security, retail, and 
publishing industries. Prior to founding 
his company in 2014, Jamie served as 
chief marketing officer at Consumer 
Reports for nine years, where he helped 
usher the organization into the digital 
world and achieved the highest level 
of growth in the storied organization’s 
75-year history. Jamie has more 
than 20 years of experience helping 
organizations define strategies 
for growth.

founder, 
CXO Consulting

On the technical side, becoming customer-centric 

means collecting all your customer touchpoints and 

integrating them into a knowledge base.
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•	 reorganize. If you don’t transform your organization around your customer data, you 
will never become truly data driven. Customer touchpoints offer you information on 
everything from market research insights to new, revenue-generating product development 
opportunities. It becomes moot, however, if your organization treats valuable customer 
data as a cost center buried in, let’s say, Operations. Forming a data-centric reorganization 
often will lead to clashes with traditional, hierarchical organizational structures. I think 
the traditional legacy hierarchical model is out: instead, I’m a big fan of cross-functional 
organization, albeit with clear goals and accountability.

•	 act on the data. After you have incorporated your data, the onus shifts to acting on the 
data. Data will speak to you to a certain extent, but it is up to you to determine how best 
to act on it to move your organization forward. In part, this goes back to my organizational 
recommendation. We tend to look at data through our lenses as marketers rather than 
through the eyes of consumers. That’s a fundamental problem. Consumers do not care 
about 90 percent of the things we fuss over internally. They just don’t see the world we see.   
Marketers need to look from-the-outside-in vs. the-inside-out.

Attribution is absolutely critical to becoming data-centric, but you can go crazy trying to 
measure the impact of each interaction. You may know, for example, what the last touch was 
prior to a purchase, but you don’t know what drove the customer into action. Maybe it was 
an offline marketing campaign or TV ad; SEM ad, SEO search; a newsletter, email, or online 
banner ad; or a remarketing campaign. It is difficult to sort out which of those channels was 
the crucial point of contact, particularly because consumer behaviors don’t align neatly with our channel expectations. 

To my mind, the best reason for attribution is to give you profit and loss (P&L) metrics on individual digital channels. Ultimately, 
you must make sure that the costs of your individual channels check out from your overall P&L perspective. The goal of being data 
driven is understanding through your data who your best customers are. When you have that insight, so many positive things can 
happen for your business—unless the information is buried in organizational silos. Then, your ability to leverage customer data will 
be greatly inhibited.

ThrouGh The CuSToMer’S eYeS
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AdVAnCed MArkeTInG ATTrIBuTIon defIned

Default marketing measurement standards rely on last click or subjective, rules-based methods that handicap marketers by giving all the 
conversion credit to the last touchpoint, or by arbitrarily assigning weights to each interaction based on chronology alone.

Advanced attribution offers a far superior approach. Using sophisticated mathematical models, advanced attribution scientifically calculates and 
fractionally assigns conversion credit to every touchpoint and attribute (ad size, placement, publisher, chronology, etc.) experienced by every 
converter and non-converter across all channels. The result: a truly holistic, accurate view of marketing performance.

includes every available 
touchpoint (online, offline   
& across devices)

Calculates the impact of 
every single touchpoint   
& attribute

Measures & predicts high-
value audience segments

Delivers actionable insight, 
as well as tactical & strategic 
recommendations for 
optimization

Integrates seamlessly with 
media buying platforms

ADVANCED ATTRIBUTION:

Frequency Creative

CTAPlacement

Size Match Type

Keyword

Recency

Product

AdGroup

13%38%

Header

Creative

Type

Hero

Tactic

49%

ALGORITHMIC

converters &

non-converters

49%38% 13%

34%24%28%14%

Convert

Convert

Non-Convert
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