


WELCOME



I’m pleased to present the 2016 Marketing Imperatives, 
our fifth installment of the annual series in which we 
study the requirements for marketers to adapt, thrive, 
and be competitive within an ever-changing marketing 
landscape. Each year, we reflect on the evolution of digital 
marketing in the age of scaling addressability to identify 
key considerations and competencies, based on current 
market trends in areas such as technology and consumer 
behavior. Over time, our own thinking has advanced, 
and the Imperatives have built upon one another from 
year to year. They reflect the evolution of a single idea: 
understanding the unique characteristics of a consumer 
– and building highly customized experiences that drive 
increased purchase velocity, better retention, and higher 
customer satisfaction – will ultimately drive competitive 
advantage and shareholder value.

In 2012, we introduced the notion of building customer 
strategy as a business strategy, by infusing a 360° view 
of the customer to take an enterprise-wide approach to 

customer relationship marketing (CRM). 2013 brought 
that customer-centric philosophy into the real world, 
with a framework for building and executing on a 
Connected CRM©  (cCRM) Strategy. In 2014, a new set of 
Platform Marketer™ competencies were introduced to 
take advantage of the opportunity of addressability at 
scale brought about by the digital audience platforms, 
such as Facebook, Google, and Twitter. And last year, we 
expanded that story line to investigate the broadening 
of the addressable mid-funnel and the marketer’s ability 
to influence consumer behavior at every stage of the 
customer lifecycle. 

This year, we explore the new generation of people-based 
marketing, in which digital techniques have finally caught 
up with the truly personalized addressability that made 
direct marketing so successful in the era of one-to-one 
direct mail, telemarketing, and email. Marketers can now 
tap into the power of their own first-party customer and 
prospect data in combination with third-party data from 
the digital audience platforms. This allows the creation of 
more meaningful customer experiences than ever before – 
across media, channels, and devices. The 2016 Marketing 
Imperatives impart the necessary considerations for 
conquering people-based marketing: Enablement, 
Activation, and Transformation. We hope you find this 
book to be an invaluable resource to guide you through 
your own people-based marketing journey.

David Williams
Chairman & CEO

Exploring thE 
nEw gEnEration 
of pEoplE-BasEd 
MarkEting
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Leveraging the technology, data infrastructure, analytical 
approach, and integrated workflows needed to manage 
interactions and enable the customer experience.

Using data and insights to understand audiences, 
develop creative, and conduct media planning to deliver 
personalized, optimized experiences to each customer.

Orchestrating a complex set of ecosystems, workflows, 
roadmaps, and corporate culture across the enterprise, 
to bring people-based marketing to life. 
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what’s old is nEw again.
It’s been more than a decade since the marketing-sphere hit the 
pinnacle of sophistication in direct marketing, deftly managing 
customer and prospect data at a known, individual level. Brands 
mastered the art of using powerful predictive analytics to drive 
one-to-one impressions with their most responsive, valued 
consumers via direct mail, email, and telemarketing. In today’s 
terms, we were essentially performing first-generation people-
based marketing.

With the rise of digital media and the addressable audience 
platforms in the 2000s, it made sense, in theory, that we could 
simply apply the principles and assets of direct marketing into 
the exciting world of the web. Instead, we found ourselves 
slipping away from the addressable experience, as our 
enlightened use of data and analytics gave way to ad placements 
that were limited to the publisher level or locked into the black 
boxes of ad networks.

In the last five years, the advent of addressable digital audience 
platforms has allowed advertisers to use data, albeit anonymous 
and third-party data, to target and purchase ad impressions 
in differentiated ways at the individual level. We’ve also seen 
advancement in the world of channel and site experience, with 
the use of website behavioral data to drive more relevant and 
personalized experiences and offers. 

EXECUTIVE
SUMMARY
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And today, we’re taking it a step further. With increased 
digital addressability, we can now use similar techniques 
that were used in the past with database marketing. What’s 
old is new again. It’s a new generation of people-based 
marketing. Marketers can now tap into the power of first-
party customer and prospect data, together with third-party 
data, digital identities, and publisher universes. Translation of 
that data into powerful analytical insights drives meaningful 
experiences with consumers across online and offline media 
and channels. This second era of people-based marketing 
utilizes the principles of the original, but in a more modern 
context, where the enabling technologies, audience platforms, 
and organizational models have evolved dramatically.

The ability to use person-level, first-party data, connected 
directly into platforms like Facebook, Twitter, and Google, 
enables companies to more effectively reach a target audience 
and boost sales, while cutting down on wasted advertising 
dollars. The beauty of today’s people-based marketing is that 
it’s no longer relegated to the decision-making stages of the 
lower funnel. As marketers, we are tapping into a greater 
diversity of data than ever before, integrating it in ways that 
were previously infeasible. Activation of that data is happening 
throughout the full marketing funnel. A brand’s customer 
relationship marketing (CRM) database is actively influencing 
consumer interactions in every phase of the customer-
advertiser journey, from awareness through loyalty, from linear 
television to email and remarketing.

Shifting your focus from devices to the individuals using those 
devices offers a promise of highly targeted and relevant ad 
content that the marketing world has never experienced. By 
improving the overall customer experience, people-based 
marketing creates enormous potential to boost conversion, 
improve ROI, increase lifetime value, and ultimately drive 
competitive advantage. The downside? Without a deliberate, 

highly structured approach, it can be extremely difficult 
to implement.

a divErsE and fragMEntEd ExEcution 
landscapE
The emergence of addressable digital platforms has given rise 
to countless possibilities for building individual-level customer 
relationships. By the end of the decade, we’ll be navigating 
thousands of platforms in our quest to master people-based 
marketing. As a holder of first-party data, your brand now has 
access to a vast and growing ecosystem within which to activate 
it in new and innovative ways. But be aware, the execution 
landscape for people-based marketing is diverse and fragmented, 
and while the market works toward bringing it all together, there 
are still several people-based ecosystems to navigate.

Moving BEyond push
The goal of people-based marketing is to move from creating 
interruptions to managing interactions. Most often, marketers 
focus more on outbound, or push-side, tactics (targeted 
media, direct mail, email, etc.). The inbound side (channels 
like site, call center, etc.) is often ignored to the detriment of 
healthy dialogue and true, reciprocal interactions. This one-
way communication leaves the end consumer wondering if the 
company really wants a relationship at all.

thE iMpErativEs for pEoplE-BasEd 
MarkEting succEss
To capitalize on the addressability enabled by the digital 
platforms, the modern marketer must conquer people-based 
marketing. We have outlined three imperatives for success: 
enablement of the approach in a rapidly changing landscape; 
activating the strategy through personalized experiences; and 
transforming the organization toward a more customer-centric, 
people-based culture. 
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Define the 
future state of a 
customer-centric 

business

Develop the 
supporting 
platform 

Design and 
deliver the 
experience 
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EnaBlEMEnt
The mere collection of disparate data at every touch point 
does not a people-based journey make. Marketers are dying 
of thirst in the Big Data Ocean, surrounded by data they can’t 
use. The real challenge for a people-based marketing strategy 
is translating raw data into an asset that can be used and 
monetized. You must develop the supporting platform that will 
enable the customer experience.

Every inbound interaction is a huge opportunity to drive 
the conversation with the consumer. It represents a captive 
audience, if only for a moment. You must make the most of 
the interaction by preparing for it. Anticipate the moment and 
ensure that the most relevant exchange transpires. The role 
of enablement is to ensure that data and insights are available 
to help manage interactions and consumer experience. This 
function must leverage integrated workflows to enable the 
activation of marketing interactions with personalized creative 
and messaging.

activation 
People-based marketing is personal, and it’s only effective if 
it’s relevant to the individual. In establishing a people-based 
marketing strategy, we talk a lot about media planning, but less 
about the individual nature of inbound channel interactions. 
Equally important in making people-based marketing a reality is 
understanding how the same data and insights that drive media 
decisions can also inform things like call-center experience, site 
visits, and other consumer-initiated exchanges. If we are truly 
going to leverage data as a strategic asset, we have to manage 
the end-experience with the consumer, using insights to inform 
the entire process.

Often, the most overlooked aspect is the actual creation of 
the individual experiences. It seems that in our effort to get 
the data, analytics, technology, and workflows right, we can 
lose sight of what we need to do once we know the who, when, 
where, and how. Little time has been spent on developing the 
“what” – what is said, what is seen. The creative is either an 
afterthought or an overwhelming hurdle; and instead of going 
over it, many marketers still go around it.  

transforMation
For marketers who want to do people-based marketing well, 
the first order of business is to understand how your business 
processes would need to change – to define the desired future 
state of the enterprise. Ask yourself: if all of the data, analytic, 
technology, and creative capabilities were in place, what would 
the resulting campaigns look like? How would they actually get 
done? There are certain roles, responsibilities, competencies 
that must be assigned. 

The shift to a people-based strategy is not just a marketing 
scheme. It’s a way of life for the entire organization. And the 
necessary underpinnings must be established to support it. 
This comes in the orchestration of a complex set of ecosystems, 
workflows, roadmaps, and even corporate culture.
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EnaBling pEoplE-BasEd MarkEting in a 
rapidly changing landscapE 
A modern, people-based marketing approach requires an 
unprecedented level of data connectivity, not only among your 
brand’s online and offline media and channels, but also with the 
numerous addressable platforms and the publisher universe. 
This is a complex ecosystem, and there are a few guiding 
principles you must understand as you navigate them and enable 
people-based marketing. 

Digitally driven interactions, which transpire across a multitude 
of media, channels, and devices, generate massive volumes of 
data. It is unfortunate that, while companies are still burning 
tremendous amounts of energy collecting data, they invest 
only a fraction of the time and resources in the planning and 
use of insights from that data in strategic, actionable ways 
(Figure 1.1). If data collection efforts are not equally balanced 
with analytic insights, your hard work could be in vain, fall short 
of expectation, and lead to disappointment. Remember, the goal 
is to manage interactions vs. creating interruptions.

thE kEy EnaBlErs for pEoplE-BasEd 
MarkEting
It’s not difficult to understand why a people-based marketing 
strategy creates competitive advantage for brands. The challenge

ENABLEMENT
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90% of all marketing spend on decision and execution will 
be at the individual level. If we’re right, then the value 
proposition will be soundly predicated on how powerful your 
data is.

The competitive differentiation among companies will be 
based on two things: their access to – and command of – the 
people-based marketing ecosystem and the power of the 
data that fuels it. For example, a brand may have average 
data, but do a really good job figuring out the breadth of the 
ecosystem, where they can deliver precisely targeted ads. 
Conversely, it may have a large base of robust data, but not 
understand how to exploit the ecosystem. Imagine the power 
if you get them both right. 

You must start thinking of data as a strategic asset that could 
fundamentally change the value of the business. You can 
create this strategic asset and leverage the power of first-
party data to drive value through people-based marketing.

2. Create a centralized data hub.
Even for organizations that have multitudes of meaningful 
data, the most important question is: is it centralized, 
accessible, and usable? In the majority of cases, the answer 
is no. Having your first-party data centralized and accessible 
is essential to driving people-based marketing. Relevant use 
case examples include:

• First-party segments for targeted media through a data 
management platform (DMP)

• Real-time decisions for managing inbound interactions 
and personalization

• Audience look-alike syndication for digital media 
audience expansion

• All-media views of interaction for holistic attribution and 
measurement

3. Establish your first-party people-based marketing 
ecosystem.
As the people-based marketing movement continues to 
flourish, there will likely be thousands of platforms on 
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Fig. 1.1 – Leveraging data and insights to inform integrated 
workflows for experience management.

is in the execution, and a foundation for enablement is of critical 
importance. We’ve outlined four key enablers that lead to a solid 
foundation for people-based marketing and set the stage for 
subsequent activation of your people-based marketing efforts 
and, ultimately, the transformation of your organization.

1. Leverage data as a strategic asset.
The entire organization must learn to view data as an
enterprise asset. It is our belief that, within the decade,
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Ex: Digital Campaign Execution (site)

Analytics determines best audience segments leveraging integrated 
data in Marketing Database

Campaign selection process and tag preparation / review

Marketing database tracks audience selection

Onboarding prep

Audience loaded to DMP

Media RTB – Ad Server and Publisher execution (display ads)

Site offers personalization enabled by decision management, 
dynamic creative, and content
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Fig. 1.2 – Workflow is a critical component that unites 
technology and services.

At its core, the enablement of a people-based marketing 
strategy requires the rationalization of a data and technology 
ecosystem that comprises connectivity among first-, second-, 
and third-party data, the various addressable audience 
platforms, and the vast publisher universe. 

which to execute programs. Everyone knows you can do it 
on Facebook, but not everyone knows you can do it with 
News Corp, or Walmart, or Pandora. As a marketer, how do 
you know that your marketing spend is capitalizing on the 
entire ecosystem that’s available to you?

It can be difficult to fully understand the breadth of that 
ecosystem or where you should consider executing. As a 
CMO, you should be asking these fundamental ecosystem 
questions:

• How do I know that I really have access to all the people-
based marketing inventory that’s available within my
marketing footprint?

• How does it all work together to inform individual
interactions?

• I’m on board, but where do I begin in establishing and
rationalizing my ecosystem?

The CMO must act to capitalize on the people-based inventory 
that is available and the ecosystem to which they have access. 
This is the cornerstone of modern marketing. In today’s complex 
and constantly changing people-based marketing ecosystem, it 
is extremely important that the CMO make a conscious decision 
regarding which portions of this ecosystem to engage.

4. Focus on integration, rather than point solutions.
People-based marketing is an enterprise application. You
can’t rely on stand-alone solutions that work independently
from one another. These solutions, such as the DMP, content
management system, and campaign management tool,
simply aren’t operating to their full potential unless they are
in sync with one another.

To make this happen, you have to back up, open your
eyes and your mind, and create an integrated enterprise
roadmap where all the components work in concert to drive
end-to-end execution. The connective tissue that holds it
together is the integrated workflow. This is where component
functionality and process come together to drive people-
based marketing execution and services (Figure 1.2).
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activating pEoplE-BasEd MarkEting through 
pErsonalizEd ExpEriEncEs
To unleash the power of people-based marketing, brands must 
recognize that the only way to influence decisions is by delivering 
an experience that resonates deeply with each consumer. 
This requires newfound expertise in audience, creative, and 
media planning. Persona-level planning is no longer enough 
– you must take it to the individual level. Each message must
be personalized, speaking to the needs, motivations, and
expectations of an individual at each touchpoint throughout
the customer journey. People-based marketers must become
channel agnostic, adapting to the pathways of customers and
prospects as they engage in the channels and devices that fit
their own preferences and routines.

Brands that are committed to people-based marketing 
are making a radical shift in the approaches they use to 
understand and act on insights to power personal experiences 
that create business value. They’re employing a disciplined 
and rigorous path to activating people-based marketing. It 
starts with strategy and planning; which should be managed 
by leveraging data from four different viewpoints, or 
“apertures” (Figure 2.1):

ACTIVATION
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Figure 2.1 – Strategy & Planning Apertures

1. Audience Planning
Critical to success is a foundational understanding of
target audiences based first on your first-party customer
relationship marketing (CRM) data and enhanced by
individual- and household-level consumer data. A
master identity across individuals is also key to enabling
the connectivity to various data sources for insights
enhancement, including search, social, and wider digital
attributes and behaviors. From here, experiences can be
tailored by tapping into the human psyche to layer on
motivations that influence brand and product decisions.
Marketers should use a calculated set of audience insights
drawn from these various online and offline data sources to
help determine:

• Which individuals to target based on their likelihood to
engage with the brand or product

• The potential value of an individual to inform
marketing and media investment decisions, short-
term and long-term

• What product or service to offer an individual at a
particular moment

• How to appeal to an individual’s motivations through
message, creative, content, and media

2. Experience Planning
Thoughtfully planning a compelling experience requires the
translation of audience insights and business objectives into
flexible and personalized interactions across each lifecycle
stage – from awareness to advocacy. This plan starts with a
journey map, which depicts the consumer’s and the brand’s
needs across the lifecycle. It illuminates various parts of
the experience that can be invoked by individuals based on
their behaviors, especially within content channels such as
websites, apps, email messaging, social, and native content
across relevant digital publishers. These content channels
should leverage dynamic creative and personalization
platforms that are powered by audience data. Robust
rules assemble just the right assets for a highly relevant
and valuable consumer experience. Marketers should
contemplate the following elements for each lifecycle stage:

• Value proposition

• Treatment (content, assets, offer, product / service,
message, creative)

• Priority content channels, media publishers, targeting
rules and tactics

A common mistake in the journey mapping process is 
stopping at this point. To be successful, marketers must 
achieve two things: (1) alignment around the customer vision 
and (2) sufficient translation of the vision into digestible and 
actionable components: 

• Audience Narratives: Told from the perspective of an
individual to illustrate what the experience could look like
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as he or she progresses through the lifecycle. The audience 
narrative brings journey maps to life with examples of 
actual content, media, messaging, and positioning.

• Interaction Maps: Interaction mapping provides a
comprehensive view of customer actions and business
reactions, including all permutations of the journey map.
This is a device to illustrate omni-channel experiences at
a much more tactical level. It calls out the business rules,
data, and analytics needed to define content and media
delivery at each interaction point, as well as the specific
treatment at each interaction. This is a critical input to
strategy and planning of dynamic ad creative and content
personalization, powered by best-of-breed platforms
(e.g., Adobe Target, DoubleClick Studio).

3. Content & Media Planning
Audience planning and experience planning that are
informed by people-based data sources drive the creation
of next-generation creative and media briefs. The teams
that orchestrate customer engagements use these briefs for
translation into content and media plans. Known audiences
are the starting point, with a master identity associated
to each individual (e.g., 5 million high-value customers
with enhanced insights). Content plans prescribe specific
direction to creative teams on what audience segments,
messaging, and format (e.g., display ad, Facebook post,
dynamic landing page element) should be considered as they
design and build content and creative treatments.

Similarly, media plans recommend investment amounts,
publishers (e.g., Facebook, AOL), targeting tactics, creative
format and message, and flighting dates for addressable
marketing and media buys. They do the same for non-
addressable ads to prospect audiences that are represented
as cookies and device IDs across digital media (where
matching of audience lists for addressable one-to-one
targeting is not available). Media buying and channel
personalization teams use these plans as the framework
and direction for setup, launch, and optimization. They

are integral to the competencies required to execute an 
overarching people-based marketing strategy, as outlined in 
the book “The Rise of the Platform Marketer; Performance 
Marketing with Google, Facebook, and Twitter, Plus the 
Latest High-Growth Digital Advertising Platforms.”1 
Platform Marketer competencies include a deep expertise in 
digital platforms; DMPs and DSPs; search bid management 
and content personalization technologies; social media 
buying and email/message delivery platforms; and other 
related aspects of people-based marketing.

4. Measurement Planning
A people-based data foundation enables marketers to
establish up-front tracking frameworks and KPIs that will
measure success. Measurement plans create a waterfall
of primary and secondary KPIs that tie back to individual- 
and household-level data to determine exposure, reach,
frequency, and actions (engagement and conversions) across
content and media. Attribution tracking and models are also
considered in an effort to verify that recommended journey
maps and audience interactions are driving successful
upstream and downstream conversion and ROI outcomes.

No matter how committed an organization is to making the 
transition to people-based marketing, there is no amount of 
data, analytics, and technology that will make it happen without 
being able to follow through at the point of interaction. The 
ability to deliver a personalized customer experience at an 
individual level is the linchpin that brings the entire effort into 
reality. But the concept of delivering individualized creative at 
scale is daunting, unless you have laid the groundwork with a 
multi-faceted view of data and insights, and a fully developed 
plan for its activation, in the form of media planning and 
creative execution.  

1.  Dempster, Craig, and John Lee. The Rise of the Platform Marketer: Performance Marketing with Google, Facebook, Twitter, Plus 
the Latest High-Growth Digital Advertising Platforms. Hoboken, NJ: John Wiley & Sons, 2015.
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transforMing to a custoMEr drivEn 
organization
While companies have bought into the need to pivot toward 
delivering an individualized customer experience, the road 
to a people-based marketing transformation is not an easy 
one. In fact, a recent Merkle study found that 80% of all CRM 
transformation efforts fail.2 The most common reasons for 
failure are the “people factors,” including employee resistance 
to change and lack of support among senior leadership. As 
illustrated in Figure 3.1, Connected CRM is the framework by 
which a company must align to exploit addressability at scale 
and fully embrace a people-based marketing strategy. You can 
learn more about this approach in the book “Connected CRM; 
Implementing a Data-Driven, Customer-Centric Business 
Strategy.”3 Alongside consummate skills in infrastructure, 
customer strategy, activation, and performance and financial 
management, the organization is one of the foundational pillars 
– and arguably one of the most complicated to master.

2.  Customer-Centric Transformation (2013): http://www.merkleinc.com/transformation

3.    Williams, David. Connected CRM: Implementing a Data-driven, Customer-centric Business Strategy. Hoboken, NJ: John Wiley 
& Sons, 2014.

TRANSFORMATION
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The Customer Strategy, which includes value and 
lifestyle dimensions, forms the foundation of cCRM

The Customer Strategy is translated into actionable media and channel plans 
that result in highly personalized, targeted experiences

Customer Ecosystem   |   Audience Insight   |  Lifecycle Management 
Portfolio Optimization  |  Program Management Design

What systems, tools and 
technology will be necessary?

Organization

The Addressable Customer Experience continuously attributes across 
media and channels which, in turn, drives optimized budget allocation

Performance and Financial Management informs customer strategy 
and experience delivery decisions as a closed loop process
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Figure 3.1 – Connected CRM Framework

coMponEnts to BEcoMing a custoMEr-
cEntric organization
1. Begin at the top. Leadership must walk the talk.

The importance of leadership cannot be overemphasized.
Organizational transformation will not succeed without the
active involvement of the company’s executives, leaders,
and influencers.

Leadership begins with an executive sponsor who is driving 
the overall vision. It then extends to a steering committee 
composed of senior executives across product lines and 
functions. These leaders will not only serve as subject matter 
experts in the people-based marketing movement, but more 
importantly, they drive their teams’ understanding of the 
objective and obtain alignment with the approach. Working 
teams are also leaders in that they serve as role models 
through their active participation in driving transformation 
(Figure 3.2).

C-level executive committed to
the success of transformation.
Establishes overall vision and
is an active advocate for
the project.

Executive 
Sponsor

Steering 
Committee

#1 #2 #3

Transformation Working 
Team Initiative 

Leaders from functional, 
channel, and/or product team. 
Communicates and drives 
understanding and alignment 
to vision.

Influencers and high performers 
from across the organization. 
Models the importance of 
transformation through 
active participation.

Figure 3.2 – Hierarchy of Leadership

Responsibilities of these leaders will change over the life 
of the transformation. During the early stages, the focus 
will be on the definition and communication of the vision, 
driving understanding and buy-in from the organization, 
and establishing the urgency of this initiative. As the 
transformation process progresses and matures, the focus 
should shift toward sustaining the momentum through 
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ongoing communication of accomplishments and learnings, 
as well as introduction of new initiatives to continue 
the evolution. 

2. Define the organization structure and incentives. 

Organization structure  
All too often, it’s assumed that a transformation initiative 
will require a major “re-org.” But the truth is, with proper 
education and preparation, the current structure may not 
need to change at all, or may only need minor adjustments.

Does your current organization structure allow you to easily 
collaborate and coordinate across product/business unit silos 
to deliver a customer- (vs. product-) centric program? 

If not, is there a way to accomplish that without a huge 
re-org effort?

Hopefully, you’re able to answer “yes” to one or both of 
these questions. Changing the structure of an organization is 
a monumental initiative, in terms of cost, time, and morale, 
and it should be considered only as a last resort. 

For example, let’s say your organization is matrixed and 
collaborative in nature. You may be able to drive the 
required alignment through a committee approach. Even if 
yours is the other extreme of a hierarchical environment, 
a top-down mandate from a senior executive could be the 
catalyst to change. Odds are that you can achieve significant 
impact by starting from where you are right now. As your 
approach matures, you may choose to revisit this option if 
it’s clear that the organization structure is an impediment to 
further progress.

Incentives 
In addition to product-focused conversion and profitability 
metrics, the organization needs to incorporate an 
enterprise-level view of customer value that spans across 
products as a key performance indicator (KPI). Customer 
KPIs need to have the same level of impact on a company as 

product financial metrics, and this perspective needs to be 
embraced and established at the top by the C-Suite. It’s not 
enough to simply add these metrics to a report or dashboard; 
incentives and compensations also need to be tied to 
customer-level KPIs to ensure the successful transformation 
to a customer-centric organization (Figure 3.3). As the saying 
goes, “What gets measured gets done.”

Share of customerShare of market

Product KPIs Customer KPIs

Lifetime valueProduct margin

Customer retention Repeat purchase/usage

Cost to serviceCost per acquisition

Customer satisfactionProduct satisfaction

Figure 3.3 – Examples of Product and Customer KPIs

3. Establish organization processes and roles.

Organization processes 
Process maps help inform a client organization on how 
to modify business processes to navigate the Connected 
CRM framework and implement people-based marketing 
strategy. A process mapping approach begins with reviewing 
the current state and highlighting gaps that will hinder the 
organization’s ability to execute customer-driven programs.  

This information becomes the foundation of collaborative 
work sessions with a cross-functional team to explore 
and define the desired future-state processes across the 
marketing program planning, development deployment, 
and measurement lifecycle. The process should include 
decision points and milestones, input for and output from 
each step, callout of enabling technology and data systems 
requirements (Figure 3.4). 
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The Campaign Playbook includes tactical details for a 
specific marketing campaign

Includes 
final review 
with key 
stakeholders 
to confirm all 
details

Input from 
production 
partners, 
media, etc. 
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Customer Plan

Key Elements for 
Data Requirements:
• Data and list   
..matching requirements
• Exclusions
• 3rd party data sets
• Stakeholder input 
  (as appropriate)

• Web
• Inbound/  
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..contacts
• Banners
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Reporting 
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and 
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Specify 
channels 
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The execution of the Customer Plan will be composed of multiple 
marketing campaigns. In order to meet the goals set out in the Customer 
Plan, each campaign must have goals that logically flow up to those 
Customer Plan objectives. This is the process step of setting those 
marketing objectives at the campaign level.

What is it?

Campaign Objectives

Customer Plan Customer-level goals and measurement plan.Inputs

Campaign objectives that support the Customer Plan objectives.Outputs

N/ASystems involved

Customer manager, but should solicit input from other stakeholders – 
CFFs, Data Scientist/Analyst, agencies, etc. – to ensure that the 
campaign goals are realistic.

Key participants

N/AKey skills

Customer manager leads multiple meetings with stakeholders to refine 
the campaign objectives and ensure they are consistent with the 
Customer Plan goals.

Actions

Customer Manager (Strategy)Role
Legend:

Shape Legend
Data Scientist/Analyst PROCESS 

STEP
REVIEW/

APPROVAL
ISSUED DOC

Content Manager

Figure 3.4 – Develop Campaign Playbooks and Objectives

Roles and responsibilities
The process is then combined with the required roles 
for each stage of the campaign process. The Campaign 
Playbook includes tactical details for a specific marketing 

campaign (Figure 3.5). Each role should be traceable back 
to the overall campaign process, along with a RACI process 
management matrix for additional details. Each role is 
accompanied by a job description and a defined set of 
requirements around skills, experience, responsibilities, 
and reporting relationships.

RACI

2.
1.

2.
1

2.
1.

2.
2

2.
1.

2.
3

2.
1.

2.
4

2.
1.

2.
5

2.
1.

2.
6

2.
1.

2.
7

2.
1.

2.
8

2.
1.

2.
9

Key Functional Roles

TA Lead – Marketing A A A A A A A A A

A A A A A A

A A A A

A A A

I C I I

I I

C C C C C

C C C C C

CC C C C C

C C C

C C CC C

I I

I

I

I

I I

II

I

I

I

I

C C

CC C

R R R R R

R R R

TA Lead – Medical

Customer Manager (Strategy)

Platform Manager (Execution)

Content Manager

Data Scientist/Analyst

Site Production

Creative/In-House Agency

MLR Team

Customer Facing Roles – 
Leads for Sales and Medical

Responsible

R

R AccountableA ConsultedC InformedI
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Key Functional Roles

Customer Manager 
(Strategy)

Platform Manager 
(Execution)

Content Manager

Data Scientist

Site Production

Creative/In-House 
Agency

MLR Team

Customer Facing Roles – 
Sales and Marketing

Meeting Required Attendees:

Meeting Supporting Attendees:

Role Collaborations

1 2

3

4

5 6 98 10

7

Figure 3.5 – Develop Campaign Playbook - RACI
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don’t ignorE thE rulEs of EngagEMEnt 
In a company where different product groups are all vying for 
the same customers, a governance structure will establish the 
guidelines around execution of customer-driven programs. This 
is particularly important in a siloed product-driven environment 
where there will be conflicting interests. 

The governance committee should be composed of 
representatives from different channels and product lines and 
led by a senior executive who can arbitrate the interest of teams 
against that of the enterprise. Ideally, there is a dedicated “Chief 
Customer Officer” who can play this role, but it can also be 
another C-level executive with an enterprise-level customer 
perspective. 

Responsibilities of the governance committee should include the 
definition and ongoing management of:

• Customer contact guidelines 

• Customer relationship guidelines (e.g., how a BU can 
market to customers of another BU)

• Product/communication prioritization rules 

• Usage guidelines for customer information 

• Escalation and decisioning process in the event of 
disagreement

CONCLUSION
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People-based marketing is no longer an aspiration – and it’s 
certainly not a fad. It is and has always been the surest way to 
establish meaningful, lasting, and profitable relationships with 
customers. And while the path to addressability at scale was 
murky in the early years of digital, we now have the ability to 
bring the power of first, second-, and third-party data together 
across media, channels, and devices. This has unleashed a new 
generation of people-based marketing capable of driving even 
greater outcomes. Brands can now give individual customers 
consistently personalized experiences at every touchpoint, 
building bonds that transcend competitive propositions.

The implementation of a people-based marketing strategy 
relies on the marketer’s ability to deftly orchestrate a customer-
centric business strategy. This means fostering an enterprise-
wide conviction that your brand has a unique relationship with 
each customer and prospect. Personalized interactions across 
every addressable platform are paramount to success. Execution 
requires three overarching considerations imperative to success. 
First you must gather and analyze your data and establish the 
supporting technology platforms and workflows that follow new 
rules for enablement. Then you must activate the strategy, using 
those insights to understand your audiences and map out unique 
experiences at the individual level. The final – and foundational 
– cornerstone for success is the alignment of your organization 
to make the transformation to customer centricity.

facebook.com/merkleinc linkedin.com/company/merkle

twitter.com/merklecrm youtube.com/user/MerkleCRM

plus.google.com/ 
105521906164055186726

flickr.com/photos/78038550@N05

aBout MErklE
Merkle is a global data-driven, technology-enabled 
performance marketing agency and the largest independent 
agency in the US for CRM, digital, and search. For more than 
25 years, Fortune 1000 companies and leading nonprofit 
organizations have partnered with Merkle to maximize the 
value of their customer portfolios. The agency’s heritage in 
data, technology, and analytics forms the foundation for its 
unmatched skills in understanding consumer insights. When 
combined with its strength in performance media, Merkle 
creates customer experiences that drive improved marketing 
performance and shareholder value. With more than 3,400 
employees, the privately held corporation is headquartered 
in Columbia, Maryland with 15 additional offices in the US 
and offices in Barcelona, London, Shanghai, and Nanjing. For 
more information, contact Merkle at 1-877-9-Merkle or visit 
www.merkleinc.com. 
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