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Introduction to the research 

“For more than a decade, 
organizations have been in a 
race to acquire consumer data 
that would empower efficient 
marketing and give them 
an edge over competitors. 
However, most marketers didn’t 
have the skillset or knowledge 
to capitalize on that data once 
it was available. With rapid 
changes across the entire 
marketing landscape, simply 
having data will no longer be 
enough.

The MMA’s core mission is to guide the industry through 
challenges like the ones we face today, and we produced 
the Data Maturity Framework to ensure every marketer 
has a clear understanding of where their data capabilities 
stand in relation to their peers. 

The future of marketing has arrived and it’s imperative 
marketers quickly improve their data maturity if they want 
to drive growth in this new era.”

Greg Stuart, 
CEO and President of MMA Global
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We are at a tipping point around customer data

Managing 
GROWTH 

Managing 
RISK

building capabilites to 
deepen data usage in 
the organization and 

drive ROI

through marketing, 
data security, 

privacy & 
compliance

Technological shifts

Consumer behavior 

Goverment re
gulatio

n

Cyber Threats

As marketers attempt to maximize 
the value of their data in the face 
of drastic changes across the entire 
industry, MMA conducted this 
research to inform a Data Maturity 
Framework that serves as a roadmap 
for the future of marketing data. 

The framework provides marketers 
with benchmarks for key areas of the 
industry’s evolution, including data 
and privacy law compliance,  
cookie-less advertising and 
meaningful cross-platform consumer 
engagements.
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We collected input from 100 CMOs and heads of Media to answer 
the following questions:

1.	  How are companies responding to these forces?

2.	 What are the key building blocks of data maturity?

3.	 What key challenges and roadblocks hinder progress?

4.	 What can we learn from the leaders in data? 
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We evaluated five dimensions of consumer data maturity
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security 
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KEY INSIGHTS

Data Strategy has become a C-Level priority, but progress 
is not homogeneous across all areas
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Data Strategy has become a C-Level priority

78%
have a CTO, 
40% have a

Chief Data Officer 
leadership makes a
dedicated effort

in data

72%
of CMOs very 
familiar and 

involved

56%
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Data maturity is multifaceted - not homogeneous

83% 54%59%

Compliance first: 
GDPR and recent 
CCPA have driven 
momentum so most 
marketers are mature 
but need to stay ahead 
of future regulation 

Proving ROI: 
6 out of 10 are mature 
when it comes to ROI, 
but more effort is 
needed in 
measurement and 
attribution

Activating data: 
Most marketers focus 
on sales and ad 
exposure data, but 
more effort is needed 
to increase data 
breadth, depth and 
quality.

53%

Breaking down silos: 
Efforts are being made 
to centralize gover-
nance, but silos still 
exist, data systems are 
lagging and more sup-
port is needed from 
the top

50%

Building data skills: 
Leadership is making 
an effort to invest in 
training, data science 
resources and martech 
but most organizations 
have big gaps.

% of companies who are mature
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There are five archetypes for data maturity

39% 13%

Left Behinds Compliance
Oriented

Martech Focused Data Committed Data Leaders

12% 22% 14%

Companies that are 
“under water” when 
it comes to data 
with gaps across the 
board and minimum 
transparency and 
compliance met

Companies that have 
increased focus on 
data ownership and 
governance, but they 
are still immature in 
leveraging data for 
growth

Companies that are 
rich on 1P data but 
over-investing in 
martech as a way to 
accelerate 
transformation while 
underinvesting in data 
governance, skills and 
process

Companies that are 
Leveraging data 
consistently and 
focused on data 
governance, operating 
model and people 
while still addressing 
gaps in data 
capabilities

Companies that have 
made good progress 
and consistent use of 
data across the board, 
but are still making 
efforts to maximize the 
value of their data
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Each archetype can be expressed on the critical dimensions of 
data maturity

Left Behinds
12%

Compliance 
Oriented 

22%

Martech Focused
14%

Data Committed 
39%

Data Leaders 
13%

Capabilites

Skills and people

ROI measurement and 
Attribution

Data types and uses

Data ownership, 
governance & integration

Transparency, 
compliance and security

LIMITED INVESTMENT MINIMAL/IMMATURE LEADINGLEGEND
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COMPLIANCE, SECURITY, TRANSPARENCY

Marketers are compliant but more commitment is needed 
to ensure they stay ahead of the curve

Transparency,
compliance &

security

Process in place to ensure
the organization addresses

data regulation  
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Compliance is “dynamic” for only one out of two marketers

N=91

47%

41%

8%

3%

1%

Roles and groups are in place to ensure organization is 
always fully compliant with updated regulation policies

Processes are in place to ensure organization is abiding by 
recent data regulation practices and policies

Organization is progressing in learning requirements for 
personal data and privacy to meet regulatory 

requirements (ex: GDPR, CCPA)

Organization is just starting to learn requirements for 
personal data and privacy to meet regulatory guidelines

Don’t know / N/A

COMPLIANCE: Which of the following describes the processes and procedures in place to insure your organization  
addresses periodic regulation?
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Security is a C-Level concern for less than 50% of marketers

N=119

44%

28%

21%

2%

6%

Organization has hired a Chief Security Officer 
(or equivalent)

Organization has made adequate investment in 
advanced firewall technology and has plans and 
processes in place in the event of a data breach

There are clear internal policies and procedures are 
in place that safeguard and protect consumer data

Sensitive consumer data (PII) could be 
better protected from fraud

Don’t know / N/A

SECURITY: Which of the following describes the processes and procedures in place to ensure your organization to ensure consumer 
data is protected and secure from fraud?
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Most marketers use transparent practices, but few actively  
engage customers on the use of their data

N=91

16%

63%

9%

7%

5%

Organization actively engages customers on 
new uses of personal data

Consumers have some clear awareness of 
consumer data collection

Practices are fully transparent to consumers
 and stakeholders

Consumers have limited visibility into data 
collection and usage priorities

Don’t Know / N/A

TRANSPARENCY: Which of the following best describes how transparent your organization is to customers on how their personal data is being used?
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ROI, MEASUREMENT, ATTRIBUTION, VALIDATION

Most marketers are seeing some lift in marketing  
productivity but  measurement is not always continuous, 
validated or aligned.

ROI measurement
& attribution

Status of attribution and 
reliance on data tools to 

support decisions
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Most organizations are seeing some lift in marketing  
productivity due to data

N=92

6%

14%

3%

46%

31%

Don't know / NA

Marketing efficiency is not measured for 
consumer data usage in marketing 
initiatives in relation to ROI measurements

Little to no lift in marketing efficiency 
from leveraging consumer data in 
marketing initiatives compared to the 
expectations of the organization

Some lift in marketing efficiency 
from leveraging consumer data in 
marketing initiatives compared to 
the expectations of the organization

High lift in marketing 
efficiency from 
leveraging consumer 
data in marketing 
initiatives compared 
to the expectations 
of the organization

DATA ROI: Based on your organization’s ROI measurements, what is the lift in marketing efficiency (e.g. higher incremental ROI, lower cost  
per acquisition) observed from marketing initiatives that leverage consumer data? 
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MTA and RCT are still not used as widely as traditional approaches

N=90-92

36% 35% 33%

13% 11%

26% 27% 32%

12%
24%

16%
27% 23%

24%

26%

14%

8% 10%

29%

22%

8% 3% 3%

21% 17%

MMM (Media Mix

Modeling)

Brand trackers AB Testing MTA (Multi touch

attribution)

RCT (randomized

Control tests)

1. We don’t rely on this
tool and never use it

5. Extremely reliant 
and use this 
tool extensively

On a scale from 1-5, please rate how much you rely on using the below tools to support media decisions? 
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Measurement is not always continuous or consistent 

N=92

8%

45%

35%

8% 5%

Don’t Know / NAWe measure always, and 
measurement consistencies 

exist, there are strategic nuanc-
es for various initiatives, and 
these principles are always 

applied

We measure consistently, and 
there are established measure-
ment process and guidelines, 

which are almost always applied

We measure infrequently, and 
there are no formal 

measurement process or 
guidelines applied across 

campaigns/initiatives

We measure sometimes, but 
there are no formal 

measurement process or 
guidelines applied across 

campaigns/initiatives

MEASUREMENT PROCESS: Which of the following best describes how you measure the value of consumer data and how it’s being  
leveraged for marketing campaigns and initiatives?
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Only one our of three marketers use attribution extensively

16%
Established use 

20%
Extensive use

53%
Some use

9%
Minimal use

2%
Don’t know / NA

N=92

Which of the following describe the status of attribution in your organization?
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Measurement is not always continuous or consistent 

N=92

16% 8%8%

Robust and validated models,
 full alignment across studies

26%42%

Some issues with 
validation and alignment 
still need to be resolved

Challenges with validating 
and aligning results across 
studies and methodologies

Inconclusive results; 
no alignment between studies

 Don’t know / N/A

VALIDATION: Which of the following describe the status of measurement and attribution validation in your organization?
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GOVERNANCE, 1P DATA OWNERSHIP, AND INTEGRATION

Efforts are being made to centralize governance, but 
silos still exist, data systems are lagging and more support 
is needed from the top

Data ownership,
governance & integra�on

Clearly defined process for cross-
fishing and governance structure
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Most organizations have established governance structures but  
leadership is usually not regularly involved

N=97

22%

38%

28%

8%

4%

Organization has a dedicated data governance steering committee 
comprised of c-suite executives meeting consistently, dedicated working 

groups in place compromised of data practitioners and stewards, and 
each data governance group has clear priorities and objectives

Organization has dedicated governance structures in place and some 
procedures have been made to centralize data analysis activities

Some procedures have been made by executive teams to create a data 
governance structure and activities are shared by a few working groups 

with loose agendas and priorities

Data governance teams are siloed and detached with little to no formal 
process or guiding procedures

Don’t Know / NA

GOVERNANCE: Which of the following best describes how your organization defines and structures formal consumer data governance and activities?
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Although prioritized, 1P data management is often fragmented 
and roles not clear

N=97

26%

35% 34%

3% 2%

Ownership and management of 
consumer data and strategy is 

defined and accepted, roles are 
clear and functional

Adequate ownership of 
organization’s consumer 1P data 

and management strategy is 
defined as a priority

Fragmented ownership and 
management of consumer data 

exists in silos among various 
levels of leadership

There are conflicts of interest in 
my organization on who owns 

and manages 1P consumer data

Don’t Know / NA

1P DATA OWNERSHIP: Which of the following best describes how first party (1P) consumer data is owned and managed in your organization?
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More clarity is needed in terms of cross-fishing across 
the organization

N=97

13%

20%

18%24%

25%

Detailed definition of cross-fishing rules and governance 
process for brands at both the division and enterprise levels

Defined cross-fishing rules and governance 
structure for brands at the enterprise level

Some defined cross-fishing rules across brands at the 
enterprise level, but no clear governance structure

No clearly defined cross-fishing rules 
for brands across the organization

Don't know / NA

DATA USAGE INTEGRATION: Does your organization have clearly defined cross-fishing rules and governance for brands?
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More work is needed to consolidate and modernize legacy data  
systems and make data accessible to all

N=93

8%

35%

35%

18%

3%

Data systems are completely centralized on a single platform, the 
organization is fully operating in a cloud environment, and all 

data is easily accessible and user friendly across all employees in 
the organization

Don’t Know / NA

Organization is in the process of converting legacy data systems 
onto consolidated and centralized cloud platforms and most 

employees of the organization can easily access consumer data 
in a friendly, easy to use way

Data is somewhat integrated onto one platform (e.g., 360 view), 
and some employees of the organization can easily access 

consumer data

Legacy data systems still operate in silos with little to no 
integration for business/marketing needs

DATA SYSTEM INTEGRATION: Which of the following best describes how effectively your data management systems for first (1P) and  
third party (3P) consumer data are integrated and accessible at an organizational level?
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DATA USAGE, TYPES, DATA BREADTH, QUALITY

Most marketers focus on sales and ad exposure data, but more 
effort is needed to increase data breadth, depth and quality.

Data types and uses

Quality and personalization 
of data and the technology

to drive decisions
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One out of two marketers claims to use data to a great extent

N=111

12%

8%

45%

35%

To a small extent

To some extent

To a great extent

To a 
moderate extent

DATA ACTIVATION: To what extent does your organization use and activate personal level consumer data? For the purposes of this survey 
we define personal consumer data as any information received about the consumers such as purchase behavior, product preferences 
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Most marketers focus on sale, ad exposure and engagement data

3%

3%

9%

13%

18%

24%

7%

16%

21%

24%

27%

31%

30%

40%

31%

39%

33%

28%

60%

41%

39%

24%

22%

17%

To a small extent/not at all

To some extent

To a moderate extent

To a great extent

Advertising
exposure data

Sales and
conversion data

Online activity
profile data

Engagement data

Location audience
profile data

Psychographic

N=109

DATA TYPES: How much do you rely on each the following types of data to make decisions? 
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More effort is needed to increase data breadth and depth

3%

44%

41%

11%

1%

N=102

The consumer data available is complete and deep, and 
my organization is always able to leverage the data for 

sophisticated data-driven decisions

The available consumer data is largely complete, though 
some of the data lacks the depth needed to further 

optimize data-driven decisions

The available consumer data is incomplete with some gaps, 
which occasionally makes data-driven decision making difficult

The available consumer data is incomplete with many gaps, 
which makes data-driven decision making difficult

Don’t Know / NA

BREADTH & DEPTH: Which of the following best describes the breadth and depth of overall consumer data that is available to  
drive decision making?
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Although processes are being put in place, more effort is needed  
to increase trust in data quality

N=102

19%

36%

28%

14%

3%

-
Most or all consumer data is trusted and re-purposed for 

all or most marketing decision making

Processes are in place to periodically ensure sound data 
hygiene/quality which reinforces trust in the organization

Some verification procedures have been made to create a 
process where data is cleansed for digesting and 

synthesizing to ensure better data quality

Quality of data for decision making could be better

Don’t Know / NA

DATA QUALITY: Which of the following best describes how your organization trusts the quality of its consumer data overall to drive decision making? 
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TRAINING, DATA SCIENCE, MARTECH, ADVANCED ANALYTICS

Leadership is making an effort to invest in training, data 
science resources and martech but most organizations  
have big gaps.

Capabilities
and skills

Capabilities and marketers 
skills to analyze and 
leverage effectively 

consumer data
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Leadership is making an effort to keep up, but not ready to lead

N=93

15%

57%

21%

3%

3%

1%

1. We are aware but lack the 
talent and specific 
accountability to lead

2. Leadership does not have a 
shared view or belief in the 
importance of customer data 
management

Leadership has successfully embedded consumer 
data in the organization and is staying ahead of the 

changes in the industry

Leadership makes a dedicated effort to stay up to 
speed when it comes to future changes in 

consumer data

Leadership recognizes the need to increase 
readiness when it comes to consumer data, but 

nothing has been acted on yet

Leadership is hesitant to change/evolve when it 
comes to consumer data strategy

Other

Don’t know / NA

LEADERSHIP VISION: Which of the below represent leadership’s attitude and readiness towards future changes in the consumer  
data and marketing strategy?
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Training exists but it’s not always consistent, new or relevant

N=93

17%

35%
32%

10%

5%

Don't know / NATraining has been fully 
developed, consistent across 

programs, and includes new and 
relevant topics

Training exists, but it is 
inconsistent and somewhat 

outdated

No training being developed; 
little access to training for 

marketing employees

Minimal training exists for 
marketers to build stronger data 

analysis skills

TRAINING: Which of the following best describes how your marketing organization is being trained to work with and analyze data?
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More data science resources are needed to cover increasing needs

N=93

6%

34%

45%

12%

2%

Don't know / NAAbundant access to data 
scientists that not only meet our 
current needs but also allows us 

to build for the future

Sufficient access to data 
scientists, that usually meet our 

current needs

Limited or no access to data 
scientists

Has a small team of data 
scientists that do not fully meet 

our needs

DATA SCIENCE RESOURCES: Which of the following describes your marketing organization’s access to advanced analytics and  
data science resources?
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Most companies are in the process of building their capabilities.  
Few claim to be best in class or industry leading

7%

34%

44%

14%

1%

Don't know / NA

N=95

Organization has developed or 
sourced industry leading 
(ahead of peers) martech 
capabilities (e.g., journey 
orchestration across all 

channels, next best action in real 
time, predictive analytics)

Organization has developed or 
sourced best in class martech 

capabilities (e.g., cross-channel 
personalization, data 

consolidation, MDM, content 
management or something 

similar) (e.g., advanced 
analytics, predictive 

technologies)

Organization has clear gaps in 
basic marketing technology 

capabilities (e.g., DMP, content 
management) – either built 

in-house or sourced

Organization has either 
developed or currently sourcing 
core martech capabilities (e.g., 

DMP, Marketing Automation, 
content management or 

something similar)

MARTECH: Which of the below best describes your organization’s martech capabilities (marketing technology, tools and platforms that 
support marketing and leverage consumer data)? 
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Capabilities are not usually in place to take advantage of AI  
and advanced analytics

N=95

8%

25%

51%

15%

1%

Advanced analytical capabilities are fully realized 
(AI, machine learning, advanced analytics or 

something similar)

Existing systems fully have advanced analytical 
capabilities (advanced analytics, predictive 

technologies etc.)

Existing systems have some advanced 
analytical capabilities

Existing systems lack advanced 
analytical capabilities

Don’t know / NA

ADVANCED ANALYTICS & AI: Which of the below best describes the state of your organization’s advanced data analysis capabilities?
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More than half are making significant investments in Data  
platforms. Identity management still lagging.

N=95

29%

25%

23%

16%

14%

14%

6%

45%

43%

39%

29%

37%

33%

42%

23%

26%

27%

25%

29%

23%

25%

3%

4%

7%

21%

15%

27%

13%

Ahead of the market At parity with the market Not as advanced as the market We don't have this capability Don't know

Identity Management / ID Graph

CRM (Customer Relationship 
Management)

Analytics and Data Science

Next Best Action /
Journey Orchestration

MRM (Marketing
Resource Management)

DMP (Data Management Platform) 
/ CDP (Customer Data Platform) / 

DSP (Demand Side Platform)

Automation / AI (Artificial 
Intelligence) / RPA (Robotic 

Process Automation)

DMP/AI/IDENTITY: Which of the below best describes the state of your organization’s advanced data analysis capabilities?
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SUMMARIZING

Data maturity is not homogeneous across all areas, so we 
classified them in five “archetypes” 
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Key takeaways: the journey and key obstacles to data maturity

1.	Overall: Data Strategy has become a C-Level priority, but progress is not 
homogeneous across all areas.

2.	Compliance: Marketers are compliant but more commitment is needed to  
ensure they stay ahead of the curve.

3.	ROI: Most marketers are seeing some lift in marketing productivity but 
measurement is not always continuous, validated or aligned.				  

4.	Activation: Most marketers focus on sales and ad exposure data, but more  
effort is needed to increase data breadth, depth and quality.

5.	Integration: Efforts are being made to centralize governance, but silos still  
exist, data systems are lagging and more support is needed from the top.

6.	Capabilities: Leadership is making an effort to invest in training, data science 
resources and martech but most organizations have big gaps.



www.mmaglobal.com


