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This report will also help readers understand the key structural and 
organisational design implications related to transforming for the digital 
economy, as well as the actions and behaviours needed to turn the 
Marketing function into a collaborative, agile and responsive driver of brand 
and business growth. 
We hope that the insights and recommendations outlined within the report 
provide valuable stimulus to take key actions into your own organisation 
that help you further define, clarify and steer your transformation program, 
helping you maximise the chances of success.
Nick Broomfield
Executive Director and Global Client Lead, Dentsu SCHEMA
 

 

 

 

Foreword

To thrive in this rapidly changing market requires a paradigm shift that 
will affect all aspects of how the modern Marketing function is structured 
and how it should operate. In recent years, much focus and expectation 
has been placed on the role of technology to lead this transformation. But 
high performance organisations are realising that the need to develop the 
right culture, attitudes, operating models and ways of working, are equally 
important, in order to grow. 
Fundamentally, successful marketing transformation is a people-based 
mission built around effective leaders who can take the whole organisation 
on a journey to deliver growth and sustainable competitive advantage.
The aim of this study is to provide Marketing leaders with insights into what 
capabilities and enablers are needed within the organisation to best deliver 
the ‘future-fit Marketing function’ for the data-driven digital economy. 
Specifically, the intention is to help Marketing leaders understand the 
differences between high performing and less mature organisations in the 
areas of people, process, technology and the other enablers of best practice 
marketing. 

About Dentsu SCHEMA:
Dentsu SCHEMA is a global management consultancy offering from 
Dentsu International. We exist to help clients plan, deliver & sustain their 
transformation journey, creating ‘future fit’ Marketing & Sales functions 
equipped to deliver sustainable business growth - at the global and 
local levels. We align leadership teams, define organisational readiness, 
build agile operational plans and support organisations to make change 
happen… and make it last.
Working globally and across industry sectors, we use our proven 
SCHEMA® methodology to focus organisations on the priorities that 
deliver rapid commercial benefits.

The subject of marketing transformation 
and how to deliver a Marketing function 
that is ‘future fit’ for the digital economy 
is undoubtedly high on the ‘to do’ list of 
all CMOs. Driven by the pressures brought 
about by COVID-19, it has never been more 
important to ensure that the organisation is 
ready to adapt and respond to the challenges 
and opportunities that will come as we move 
into 2021. 
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Executive Summary 

The role of Leadership, People & Culture

Engage and mobilise active support from the C-suite to transform Marketing… 
or risk ad hoc and piecemeal change. 50% of advanced organisations stated 
they have such active support vs just 4% of organisations at the early stages of 
transformation.

Marketers are looking to expand their remit through taking ‘ownership’ 
of emerging disciplines, including CX and e-Commerce. Equally, advanced 
organisations aren’t losing sight of fundamentals, with efforts to increase 
‘ownership’ of the ‘4Ps’ where responsibility may have slipped.

Invest in having sufficient people with the right skills as a critical enabler in 
delivering tangible change. 33% of advanced organisations state they invest in 
the training and development needed for successful transformation vs just 4% of 
early stage and 6% of maturing organisations.

Talent alone is not enough - create the capacity for change within Marketing 
teams. 50% of advanced organisations stated that they significantly/completely 
gave the capacity and freedom to succeed vs 13% of early-stage organisations.

The role of Organisational structure and Ways of Working

Legacy organisational structures need to be re-engineered for the digital 
economy. 92% of early-stage respondents agreed that their current operating 
model inhibits success (vs 50% of advanced). 

View Digital as a mind-set, not a department. Only 54% of early-stage 
organisations handle digital transformation and marketing transformation as a 
single program, compared to 78% of advanced.

Centralise key parts of the Marketing transformation program. 72% of 
advanced organisations take key Marketing transformation decisions centrally, 
compared to 42% of early stage and 47% of maturing organisations.

Patricia Corsi  
Global Chief Marketing & Digital Officer, Bayer

“
”

Successful transformation is a balance of magic 
and logic – exciting and inspiring people as well 
as re-developing key processes.

Drivers of Successful Marketing Transformation

Find the right balance between in-sourced capability build and external 
partner support. Most choose a hybrid model, with more mature organisations 
in-housing across a broader spectrum from strategy to execution (especially in 
digital).

Empower decision making and encourage informed risk taking. Transformation 
maturity is linked to the level of empowerment in being able to make rapid and 
agile decisions. 81% of advanced organisations encourage risk taking vs 42% of 
early-stage.

Develop a clear and actionable transformation roadmap. 82% of advanced 
organisations define a clear plan vs 25% of early-stage.

The role of Technology and Data

Technology is a key enabler of transformation but does not define it. It is 
critical that Technology is fit for purpose and based on local business requirements. 
100% of advanced organisations agreed vs just 42% of early stage. 

Treat data as a strategic corporate asset and core enabler of Marketing 
transformation. 82% of advanced organisations treat data as a strategic asset 
compared to only 46% of early-stage organisations.
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About 
to start

First steps 
taken on the 
journey

Progressing 
well

Well 
Advanced

World Class

7%
37%

32% 22%
2%

Marketing Transformation Maturity

This report will refer to insights across three stages of transformation 
program maturity, based on the progress respondents indicated they’ve 
made against our ‘ideal’ definition of a transformed organisation:

Respondents ranged fairly equally across those ‘just beginning the journey’ 
at 37% and ‘progressing well’ at 32%, with only 7% ‘about to start’, and 
22% claiming to be ‘well advanced’ 

The ‘ideal’ transformed organisation 
‘A digitally mature organisation is one that benefits from agile ways 
of working enabled by digital technologies and capabilities, has a 
flexible and collaborative operating model, effective go-to-market 
business models and enjoys deep and talented capability right 
across the organisation. Together, these attributes are proven to 
drive sustainable incremental profitability’.

 
 

‘Early-stage’ - those who indicated that they were  
‘about to start’, or had taken the ‘first steps’ only;

‘Developing’ - those who said their transformation  
was ‘progressing well’;

‘Advanced’ - those stating their marketing transformation  
was ‘well advanced’/‘world class’.

The survey clearly shows the vast majority of organisations across all 
sectors are embarked or embarking on a transformation journey within their 
marketing function. It is also clear that a little under half still have a way to 
go. Throughout the report we will refer to 3 levels of organisational maturity 
– early stage, developing and advanced. The following recommendations, 
we trust, will help those organisations considering next step choices and 
priorities.

Marketing Transformation: Delivering the future fit organisation 5
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Leadership, People & Culture

Engage and mobilise the C-suite’s active  
support of the transformation of Marketing

There is now widespread recognition in the boardroom of the need to fundamentally 
transform Marketing, with over 90% of respondents agreeing or strongly agreeing 
with the statement, “there is full and unequivocal recognition at an Executive level 
(wider than Marketing) of a clear, commercial need to fundamentally transformation 
Marketing.”

Agreement was particularly pronounced for those at the advanced stage of maturity, 
with 79% strongly agreeing compared to only 27% for those in the early-stage. This 
suggests there is a real need to define, document and communicate the commercial 
benefits to be realised from the transformation of the Marketing function.

Paul Bennett 
Global Brand Director, AXA

“

”

Transformation is fundamentally not  
just about processes and technology but 
about culture and people. Marketing must 
lead the transformation agenda as it is 
the only way to guarantee true customer 
led change.

There is full and unequivocal recognition at an Executive level  
(wider than Marketing) of a clear, commercial need to  
fundamentally transformation Marketing:
*Chart shows total level of agreement with statement (‘Agree’ plus ‘Completely agree’)

Juan Manuel Hoyos 
Global Marketing Divisional General Manager  

Brand and Engagement, Nissan

“
”

The most successful transformation plans 
need ALL people engaged across the 
organisation, driven by strong leadership 
with clear KPIs and success measures.
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Actively support the planned changes in Marketing:

The extent to which key and influential stakeholders both understand and 
actively support the planned changes in Marketing is greater the further 
along their transformational journey organisations are. Similarly, the 
executive leadership of these more advanced organisations is more likely 
to view Marketing as a proven driver of growth and marketing budgets as an 
investment in the future success of the business.
All key and influential stakeholders and executives across functions:  
 
Understand the planned changes in Marketing:
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Executive leadership views Marketing as a proven driver of growth and 
marketing budgets as an investment in the future success of the business:

The survey alone does not tell us whether those organisations whose 
transformation is advanced started with a belief in the value of marketing 
and so invested in its transformation; or, whether Marketing were able to 
prove the value it added as it transformed.
From experience, we believe the former is more likely and it shows the role 
that the CMO and Marketing Leadership Team need to play if they are to 
build a Marketing function fit for the future.

Jodi Harris 
Global Vice President,  

Marketing Culture & Capabilities, AB InBev

“

”

The #1 success factor for transformation is a 
clear and unifying vision throughout all levels 
of the organization. It serves as a rally cry to 
ignite support, action and accountability from 
all of our colleagues and partners. Without 
this engagement and belief, transformation 
will fail.  



Marketing Transformation: Delivering the future fit organisation 9

The actions are clear:
1. Build belief in the boardroom for the need for Marketing to 

fundamentally transform; 
2. Create alignment amongst the executive team of the role Marketing 

should play in driving the future commercial success of the business 
and the changes needed to enable it; 

3. Ensure leaders and key influencers across all functions actively support 
these changes.

Without these critical foundations in place, it is likely that transformation 
programs will fail, or at best only achieve limited change in small pockets of 
a business and certainly not across the wider organisation. In this context it 
is perhaps not surprising to see BCG recently report1 that only 30% of digital 
transformations in 2019-20 met or exceeded their target value objectives.

Steve Axe 
Chief Marketing Officer, Nomad Foods

“
”

Critical to transformation is the need to align 
on ambition and a common definition of what 
success looks like… it’s critical to win hearts 
and minds within the organisation. 

Focus on ALL the areas where Marketing adds value
The survey asked respondents for their opinions on which tasks and 
responsibilities sit within Marketing today and which would sit within 
Marketing in 2023. Three areas showed a marked increase towards being led 
by the Marketing function in the future:

1.  Customer Experience Management saw a move from 59% in 2020 
to 75% in 2023, suggesting an increased focus in Marketing to drive 
ownership of a better integrated, customer centric and omni-channel 
experience across the path to purchase. 

2. The shift in Marketing ownership of e-commerce (from 37% in 2020 to 
49% in 2023) – although still low, suggests that Marketing are expecting 
to increase their commercial impact, getting more involved with their 
Sales and Shopper colleagues to drive conversion and direct sales and 
improve the overall digital commerce experience. 

3. Organisations citing Customer Data Strategy within Marketing is  
forecast to rise from just under half to almost 3 in every 4 organisations  
by 2023, suggesting that organisations are finally recognising customer  
data as a strategic asset and enabler that will power a growing data-
driven Marketing agenda.

Marketing Transformation: Delivering the future fit organisation 9
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Invest in Skills and Capability to drive success
It is clear from the research that having sufficient people, with the right 
skills, is an important enabler of successful transformation and will increase 
chances of success for those looking to deliver tangible change at scale. 

To what extent does your organisation possess Skills & Talent (i.e. the 
right number with the right skills), needed to make a success of your 
transformation vision?

Is lead by marketing function in...

 
 
A growing criticism levelled at Marketers recently2 is a retreat from three of 
Kotler’s 4Ps. It’s suggested by some that the Marketing function increasingly 
focuses on ‘promotion’ (communications & media) and abdicates 
responsibility for Price, Product and Placement. This survey confirms 
the trend with ‘Pricing’, ‘New Product Development’ and ‘Sales Channel 
Planning’ all at a low base and with no increase in Marketing ownership 
being forecast over the coming 3-years. In fact, Marketing’s role in pricing 
is expected to further decline overall. 
Amongst those organisations at an early-stage of their transformation 
journey, there is a marked decline in Marketing leadership for each of these 
3Ps. In contrast, those at advanced stages are increasing their ownership 
in each of the areas. This indicates a plan in the early stages to regroup 
and focus on transforming the parts that are uncontested as clearly part of 
Marketing’s remit, before emerging stronger from their transformation to 
claim back their role in all of Kotler’s 4Ps.
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Our research found that the more advanced the transformation journey, the 
fewer gaps in talent. It is not essential to have all the necessary talent in place 
before beginning, but we suggest that success will depend on putting it in 
place, so a commitment to invest in the necessary skills is certainly needed.
It is clear from the research that more successful organisations actively ‘invest in 
the training and development required to build the capabilities and competencies 
needed to succeed in the digital economy’. Fewer than 1 in 20 of those in the 
early-stage of their transformation invest sufficiently in talent development.  

Our organisation invests in the training and development  
required to build the capabilities and competencies needed  
for the digital economy: 
 
 
 
 

Zena Srivatsa Arnold 
Chief Digital & Marketing Officer, Kimberly-Clark

“
”

Organisations need a greater focus on real-time 
marketing skills and behaviours - more ‘hands on 
the keyboards’ when it comes to delivery.

Jodi Harris  
Global Vice President,  
Marketing Culture & Capabilities, AB InBev

“
”

Marketing transformation success is about 
building capabilities – for us this is a combination 
of recruiting skills in as well as a dedicated focus 
on upskilling the people we have.
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Create capacity for change within teams 
Having the talent and the expertise is not sufficient to succeed. Those 
resources must also have the capacity and remit to focus on the objectives 
of the transformation program. In the experience of Dentsu SCHEMA, 
transformation initiatives can be slow to start, or flounder, because 
responsibility has merely been added to the day job of existing Marketing 
resources. The research supports this finding, with the amount of progress 
on the transformation journey being directly related to the extent that 
capacity for change is created. 

To what extent does your organisation possess Capacity (i.e. leaders and 
key staff can devote sufficient time to the Marketing transformation), 
needed to make a success of your transformation vision? 

 
 

Ensure Change Management expertise is in place
The research explored which skills were deemed to be most important for 
the successful implementation of a transformation program.
Those in the early-stage of their transformation placed far more emphasis on 
technical skills, like data analytics and MarTech, whilst those organisations 
in the advanced stage of transformation placed more importance on skills 
like change management expertise and general business acumen.

12
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What are top 3 most important practical skills for leaders to successfully transform their 
organisation in the Digital Economy? 

 
 
 
 

Interpreting this shift in emphasis, we would suggest that organisations tend to begin their 
transformation journey by first moving into a more data-driven model for customer connections, 
focusing on data, analytics and the technology to enable it. As the journey develops, leadership 
priorities become the ability to deliver the transformation, make it stick and realise the commercial 
benefits.
These findings are in line with studies published in Harvard Business Review3, that highlight 
that transformations that focus only on technology and process are five times more likely 
to fail than those that also address the people and cultural aspects of the change needed. 

What are top 3 most important soft skills for leaders to successfully transform their organisation in the Digital Economy? 
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Organisational Structure  
& Ways of Working

Almost all respondents reported significant challenges with existing 
marketing structures and operating models when it comes to the ability 
to deliver the required transformation, though this varies according to 
maturity. Advanced stage organisations are the ones making more progress 
in addressing the limitations of legacy models, whilst those at an early-stage 
are experiencing the most challenges, with 92% of them stating that current 
structure and operating models were inhibiting their ability to succeed.

Our current Marketing operating model and structure is inhibiting 
our ability to succeed in the digital economy:
*Chart shows total level of agreement with statement (‘Agree’ plus ‘Completely agree’) 

From Dentsu SCHEMA’s experience working with diverse organisations on 
their marketing transformation programs, we have seen many instances 
of time and energy being wasted on trying, unsuccessfully, to change 
a particular process or behaviour that would be a natural outcome of 
successful transformation, but in itself will not actually drive success. We 
hope this report will guide readers to avoid making similar mistakes in the 
focus of their transformation programs.

View Digital as a mindset, not a department
Having the talent and the expertise is not sufficient to succeed. Those 
resources must also have the capacity and remit to focus on the objectives 
of the transformation program. In the experience of Dentsu SCHEMA, 
transformation initiatives can be slow to start, or flounder, because 
responsibility has merely been added to the day job of existing Marketing 
resources. The research supports this finding, with the amount of progress 
on the transformation journey being directly related to the extent that 
capacity for change is created.

Digital is not a separate department or activity within our 
organisation but is a mindset and way of working integrated and 
woven into every aspect of the way we plan and do business:
*Chart shows total level of agreement with statement (‘Agree’ plus ‘Completely agree’) 

Steve Axe 
Chief Marketing Officer, Nomad Foods

“
”

Transformation needs to be a constant… you have 
to always encourage a healthy dissatisfaction with 
the status quo…always believe we can do better

63% 
Early Stage

64% 
Developing

68% 
Advanced

92% 
Early Stage

63% 
Developing

50% 
Advanced
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Integrate Digital transformation and Marketing  
transformation into a single program
Advanced organisations are clear that their transformation programs need 
to be enterprise wide initiatives that avoid conflicting agendas with other 
programs and avoid confusing staff with contradictory messages. Common 
objectives and a clear vision are essential for success. 79% of advanced 
organisations agreed that ‘digital and marketing transformation are the 
same thing’ in their organisation compared to just 54% of early-stage 
organisations.

Digital transformation and Marketing transformation  
are the same thing in our organisation*:
*Chart shows total level of agreement with statement (‘Agree’ plus ‘Completely agree’) 

Juan Manuel Hoyos 
Global Marketing Divisional General Manager  
Brand and Engagement, Nissan

“
”

Splitting digital and media transformation to 
be separate from Marketing transformation 
is old school thinking – the business needs 
one program.

54% 
Early Stage

47% 
Developing

79% 
Advanced

Centralise key parts of the transformation strategy
There is a marked difference in the approach to centralisation of 
transformation between early-stage organisations and advanced 
organisations. When asked if ‘key decisions related to Marketing function 
transformation are taken centrally’, 72% of advanced organisations agreed 
compared to just 42% of early-stage organisations and 47% of maturing 
organisations. 
Organisations that can develop a level of standardisation for key central 
enablers to encourage re-use of proven learnings and best practices (or 
adopt a ‘freedom within a framework’ model), are more likely to succeed in 
the digital world than those that don’t.
 
Marketing strategy is defined, and all key decisions related to Marketing 
function transformation (including technologies) are taken centrally*:
*Chart shows total level of agreement with statement (‘Agree’ plus ‘Completely agree’) 

42% 
Early Stage

47% 
Developing

72% 
Advanced

Jodi Harris 
Global Vice President, Marketing  
Culture & Capabilities, AB InBev

“
”

The role of the central/global function is to 
provide consistency and clarity – there is no 
certainty anymore, just the need for clarity.
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Marketing strategy is defined, and all key decisions related to Marketing 
function transformation (including technologies) are taken centrally:

Marketing Transformation: Delivering the future fit organisation 16

Where are you on the maturity transformation journey?

It is clear that transformation initiatives organised and run at a local and 
regional level are easier to set-up and progress more rapidly than those 
organised and run globally. However, they are also less likely to succeed 
and/or take longer to reach maturity. Hence, we would recommend 
that when rapid progress and quick wins are required, orchestrating and 
harnessing local initiatives will give better short-term results than trying to 
stand up global transformation programs. However, bringing them together 
into a cohesive global program will better enable sustainable long-term 
transformation.

Zena Srivatsa Arnold 
Chief Digital & Marketing Officer, Kimberly-Clark

“
”

Tech is the perfect enabler of the ideal end 
state for global to local operations – allowing 
scale for key infrastructure plus flexibility to 
allow for locally relevant connections.

Patricia Corsi 
Global Chief Marketing & Digital Officer, Bayer

“
”

When it comes to local vs global, we need to 
change the ‘versus’ to a ‘plus’ – it should be 
about people working together, and not about 
the structure (inhibiting value creation)
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Deploy a managed approach to test & learn
There is evidence that more advanced and mature organisations use a 
managed approach to learning. By collating and managing testing innovations 
and tactics across geographies, they are able to avoid duplication of effort, 
invest in testing that would otherwise be uneconomical for a single geography 
and accelerate proof of concept to identify winners and rapidly scale them. 
This is even more important for organisations with a more regional or local 
approach to marketing transformation.
However, even for those more mature organisations, there remains significant 
scope to improve how quickly and effectively learnings are scaled across the 
business, to improve efficiency in terms of eradicating initiatives proven to 
fail, and replicating those that are successful.

Our organisation has a structured and managed approach to learning that 
effectively identifies winning ideas (wherever they originate) and rapidly 
scales them across the organisation:

Steve Axe 
Chief Marketing Officer, Nomad Foods

“
”

We are deploying an agile pilot based approach 
to test and learn….and where things don’t 
work it enables a fail cheap and fail fast model.

Patricia Corsi 
Global Chief Marketing & Digital Officer, Bayer

“
”

We need to transform the thinking that mistakes 
equal failure, into mistakes equal learning 
opportunities…and we don’t repeat them.
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A major trend within marketing transformation programs has been the 
move to an in-house delivery model for aspects of marketing operations, 
technology and data management. 
Those starting out on their transformation journeys, or who are in the early 
days, have focused their in-housing efforts on customer insight (67% 
deliver in-house today), driven by moving both data management (63%) and 
analytics (58%) inside the organisation. 
However, many areas remain firmly within the remit of agency partners. 
Digital media planning is in-housed by just 17% of organisations at this 
stage and digital media buying at 8%. The opportunity can be more difficult 
to realise in practice than some have been led to believe. 
These findings align with other recent WFA studies. Wave 4 of WFA’s 
Programmatic, Data & Technology report found that 84% of respondents 
were using in-house or hybrid programmatic models. The hybrid approach, 
where brands bring some elements in-house, supplemented by agency 
expertise is often considered the best of both worlds and has accelerated 
rapidly to become the lead approach used by WFA members.The hybrid 
approach, where brands bring some elements in-house, supplemented 
by agency expertise is often considered the best of both worlds and has 
accelerated rapidly to become the lead approach used by WFA members. 

Find the right balance between in-sourced and out-sourced elements

Richard Kanolik 
Head of Programmatic, Vodafone

“ ”
Advertisers can underestimate what’s required to bring 
programmatic in house - hence the hybrid model.

Organisations with more maturity in their transformation programs, show far 
higher levels of in-housing across a broader spectrum of disciplines, focused 
not only on foundational areas and strategy, but also on key execution areas 
as well, especially within digital channels. Areas such as digital strategy, ad-
tech, analytics and data management are high, as would be expected, but 
so too are areas such as social media management, digital media planning, 
digital media buying and SEM. 
It also appears that in-housing of execution areas such as audience 
development are high in more advanced organisations, indicating that 
having brought data management in-house, it is now translating through to 
action within in-house insight and digital teams.
One area of in-housing that remains relatively low across all respondents is 
creative development and content production5.

Which of the following activities are managed in-house today?
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Be very clear about the purpose of in-housing
We also looked at the motivations for in-housing and how these evolve as 
the transformation program progresses and matures.
Those starting out on their transformation journey are seeking to ‘take 
control’ with ‘taking ownership of data’ as the number one reason for in-
housing marketing capabilities from agencies, followed by ‘increase control 
over processes’ and ‘improving agility’.
For mature organisations, the number one motivation for change is ‘improving 
agility’, followed by ‘increased control over processes’. Once some of the 
more achievable benefits have been realised from in-housing capability, the 
focus shifts to driving the more operational (albeit more difficult to achieve) 
advantages of having some of these marketing capabilities in-house. 

What are the main reasons for your in-housing?

Having cost savings as the priority objective will not deliver 
competitive advantage – but a focus on improving agility will do 
and in turn this will ultimately lead to significant cost savings.

Juan Manuel Hoyos 
Global Marketing Divisional General Manager  
Brand and Engagement, Nissan

“
”

Given the popularity of in-housing, it is a concern to see the extent to which 
it is failing to fully meet the expectations and commercial targets set. Almost 
¾ of organisations that have engaged in in-housing report some realisation 
of benefits, but fewer than 1 in 5 are completely happy that it is meeting all 
their expectations. Even for organisations advanced in their transformation, 
only slightly more than half are completely satisfied with the results.

Attractive as in-housing may sometimes appear 
from consulting studies, it is not a panacea and 
realising the theoretical benefits, especially from 
executional elements of marketing, is far from 
easy. Organisations should select the areas they 
want to in-house very carefully if they wish to 
avoid expensive mistakes.
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Enable and encourage ‘radical collaboration’ and  
flexible ways of working
Organisations with greater degrees of cross-functional collaboration are 
finding it easier to progress their transformation programs. This is not 
surprising considering the cross-functional nature of such programs and is 
confirmed by the 2020 Dentsu CMO Report6. One of the 5 core strategies that 
‘Frontier CMOs’ (vs ‘Follower CMOs’) are adopting is ‘hyper-collaboration’, 
with a particular focus on making sure all functions are as close to the end 
customer as possible given the ever increasing need to be customer centric. 

Teams and functions across the business work in a highly  
collaborative way with each other:

From the SCHEMA® findings, we see that the two key barriers to  
cross-functional collaboration are:

1. A lack of true alignment at senior leadership level – organisations 
that permit sufficient ambiguity in the definition and goals of their 
transformation program (often in a desire to accelerate approval) soon 
find that different opinions exist that undermine collaboration between 
functions and individuals from different reporting line.

2. Conflicting performance objectives and metrics – it is a common fact that 
what gets measured, gets done and individuals whose performance goals 
are at odds with collaboration will not actively or effectively collaborate.

To succeed, organisations must invest in gaining real alignment at the top, 
then ensuring functional and individual targets and objectives are aligned to a 
collaborative approach.

The research also found that mature organisations are far more 
likely to have developed agile and flexible ways of matrix working. 
We would suggest this is a target outcome of successful marketing 
transformation and not a starting requirement, or a factor that, of 
itself, will limit progress.

Although humans collaborate naturally, corporate 
structure is not set up for collaboration – this 
needs to be actively addressed to create the 
conditions for transformation success.

Toby Whitmoyer 
Global Marketing & Innovation Officer, Bacardi

“
”

It’s not healthy to split out Performance 
Marketing and Brand building – all Marketing 
needs to deliver both and we need leaders 
aligned around this objective.

Zena Srivatsa Arnold 
Chief Digital & Marketing Officer, Kimberly-Clark

“
”
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To what extent does your organisation possess Processes (i.e. agile 
and flexible ways of matrix working), needed to make a success of your 
transformation vision? 
 
 
 
 
 
 

 
Empower decision-making and encourage informed risk taking
Transformation maturity is linked to the level of empowerment in being able to 
make rapid and agile decisions without the need for constant upward approval. 
 
Decision making is rapid and agile because people are empowered to make 
decisions within a framework without the need for upward approvals:

21
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Whether this difference is the reason for a lack of transformation progress, 
or a product of the flatter structures and more agile ways of working 
resulting from the transformation is not clear from the research. However, 
it’s recognised that empowerment is a key contributor to business success7 
and should form a core component of the engagement and mobilisation of 
the program.
The research also suggests that organisations with advanced and mature 
transformation programs are more likely to encourage informed risk 
taking as a key behaviour. Only 42% of early-stage organisations agreed 
they actively encourage informed risk-taking vs 65% of developing and 
81% of advanced organisations. It appears that legacy structures and lack 
of collaboration perhaps leads to businesses being held back by a lack of 
informed risk taking.

Our organisation encourages informed risk taking:
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Be realistic about the time it will take to  
transform the Marketing function
Many transformation programs set wholly unrealistic targets and 
ambitions for the time taken to deliver enterprise wide change. So, it 
was not surprising to see over half of organisations at the early-stage of 
their transformation program stating that their organisation did not set 
pragmatic targets for the length of time the required changes will take to 
deliver. It is clear that organisations need to invest more time and effort 
in setting up, planning and organising for change if they are to succeed.  

The organisation is pragmatic about the length of time the  
required change will take to implement and complete:

*Chart shows total level of agreement with statement (‘Agree’ plus ‘Completely agree’)

Marketing transformation success has to be 
measured in terms of commercial business results 
– building this proof takes time and businesses 
need to build that time into their plans.

Jodi Harris 
Global Vice President,  
Marketing Culture & Capabilities, AB InBev

“
”

Successful transformation hurts before it makes 
you happy – the challenge is to transform the 
frustration into inspiration.

Patricia Corsi 
Global Chief Marketing & Digital Officer, Bayer

“
”

To quote Dr. George Westerman, MIT Sloan Senior Lecturer, at a recent 
MIT CIO Digital Learning Summit in October 2020: “The first law of digital 
innovation: Technology changes quickly. Organizations change much more 
slowly. Unfortunately, organizational cultures change even more slowly.”8 
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46% 
Early Stage

71% 
Developing

82% 
Advanced



Marketing Transformation: Delivering the future fit organisation 24

Patricia Corsi 
Global Chief Marketing & Digital Officer, Bayer

“We need to transform the thinking that mistakes 
equal failure, into mistakes equal learning 
opportunities…and we don’t repeat them.

Develop a Transformation roadmap
Organisational change needs to be based on a clear, prioritised and 
actionable plan. The plan must outline the key deliverables needed for the 
business to meet its commercial objectives, the timescale for their delivery 
and the main activities required to deliver them. It must also clearly identify 
ownership and accountability. 
It is concerning that we see almost ¾ of organisations about to start, or just 
starting out, on their transformation without any form of roadmap in place 
to define what needs to happen, by when, how, or who is responsible.

We have a clear and concise roadmap that lays out precisely what 
needs to happen, when, how and who is responsible for doing it:
*Chart shows total level of agreement with statement (‘Agree’ plus ‘Completely agree’) 

We would strongly advise organisations in those early-stages of 
transformation without such a roadmap to put the program on pause until 
they have created one.
It is also necessary to keep the plan up to date and refresh it regularly, 
which is something even those more advanced in their transformation can 
sometimes overlook.

”

24

25% 
Early Stage

71% 
Developing

82% 
Advanced
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Technology enables Marketing transformation but does not define it: 

 

That said, Technology is a key enabler of Marketing Transformation (just not 
the only one), and it is very clear from this study that organisations are still 
facing real technology and data challenges in addressing the data-driven 
opportunity and delivering this reality.
A number of data and technology considerations have been identified that 
organisations should build into their transformation planning, if they are not 
there already:

Technology & Data
Over the past decade, as reported in HBR in 20199 , many organisations  
have started their transformation journey by focusing on implementing 
a best-in-class tech-stack, and investment in top-end solutions and 
platforms. This was often done ahead of identifying business requirements 
or defining the priority use cases.
In many cases this has led to over-specified platforms and tech stacks that are 
not fit for purpose, while the People & Culture dimensions of transformation 
are neglected. 
“If you think about digital transformation as two words, we pay too much 
attention to the digital and not enough to transformation”, said Dr George 
Westerman (Senior Lecturer, MIT Sloan School of Management). “It’s not a 
technology challenge, it’s a leadership one. The best companies — those 
we call Digirati — combine digital activity with strong leadership to turn 
technology into transformation10” .
It is therefore very encouraging to see from this study that there is 
positive intent to rectify an over-focus on technology. Literally ALL 
respondents agreed with the statement that ‘technology enables Marketing 
transformation but does not define it’. 
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Our technology stack and architecture are fit for Marketing  
purposes as it has been designed based on business requirements  
and pre-defined use cases: 
 

 
 

To what extent does your organisation possess Infrastructure  
(i.e. the right technology stack), needed to make a success  
of your transformation vision? 

Ensure you have very clear Business Requirements  
defined before talking to MarTech vendors
Only 2 out of every 5 early-stage organisations, rising to 3 out of 5 for 
developing organisations, felt their tech stacks were fit for (Marketing) 
purposes and based on business requirements. This compares to 100% of 
advanced organisations. It is clear that success is significantly influenced by 
investing the time and energy to 
• Define global and local use cases, 
• Clarify the subsequent business requirements and so, 
• Develop tech stack architectures and solutions that are widely adopted, 

deemed fit for purposes and used to deliver business results. 
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Develop a data strategy and analysis capability  
to turn data into action
Previous research by Dentsu SCHEMA with the WFA in 2015 and 201811 found 
that organisations failed to treat data as a strategic asset and lacked formal 
data plans to guide what data is collected, how and where from. This is still 
an issue. Although responses from more advanced organisations suggest 
that it is being addressed by their transformation programs. 
 
Customer data is managed as a strategic asset to add  
commercial value to the business: 

 
Crucially, it is also clear that these advanced organisations are also 
investing in developing the processes to turn data into insight and action, 
though there are still gaps in leaders having all the tools and/or the skills 
to make decisions based on data and insight.

Our leaders have the tools and skills to make decisions  
based on data and insight: 

All organisations, especially those beginning on their marketing 
transformation journey, must ensure data can be used more effectively as 
an enabler of modern data-driven Marketing by:

1. Developing a comprehensive data strategy and plan;

2. Building the necessary insight capabilities and resources internally;

3. Re-engineering the requisite processes for data management and usage. 

Technology is just a tool. People are the key and 
they will need the right mindset to be able to 
adopt and use the appropriate tech properly.

Juan Manuel Hoyos 
Global Marketing Divisional General Manager  
Brand and Engagement, Nissan

“
”

Marketing Transformation: Delivering the future fit organisation



Marketing Transformation: Delivering the future fit organisation 28Marketing Transformation: Delivering the future fit organisation

What are the biggest challenges with delivering a successful 
transformation in your organisation?

Barriers to Change
The main barriers to change across all levels of transformation 
maturity relate to attitudes, skills and ways of working (e.g. 
‘overcoming traditional attitudes and beliefs’). This reinforces 
the insight referenced throughout this report, that realising 
tangible change is about people, mindsets and processes.
Those at an early-stage on their journey also cite ‘lacking the 
right technology’ as a key barrier to success, though this rapidly 
falls off as progress is made and it is recognised that technology 
is not the real barrier, rather the users are. 
It is clear where organisations need to focus if they want to 
deliver lasting transformation. 
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Conclusions & Actions

In the 2010s Marketing transformation was concerned with digital, data and 
technology. This report has shown that in the 2020s the technology has 
moved on, but the people using it, the processes they employ and the legacy 
structures they operate in are the real barrier to meaningful and lasting 
change.
From this research we have observed that successful marketing 
transformation programs are built on four key pillars:

1. Pressure for change – there must be a compelling reason for changing 
that is recognised at the very top

2. Alignment of priorities – all stakeholders must share a common view of 
the destination and how best to get there

3. Resource to change – the organisation must have capacity to run the 
transformation; that is people with the necessary skills, the time to 
devote to the program and the motivation to see it through

4. Actionable first steps – a clear, prioritised and actionable roadmap so 
people know what is expected of them, what they need to do, by when

To help clients achieve their transformation ambitions, Dentsu SCHEMA 
have developed a 10 step process as outlined below that will help businesses 
focus on the key actions across the areas of leadership, process, people and 
operational efficiency.

Dentsu SCHEMA’s 10-step model

1. Describe and recognise the pressure for change

2. Align leadership behind a common vision & purpose

3. Understand the current state

4. Review the marketing operating model

5. Design & Structure

6. Define the Roadmap

7. Process re-engineering

8. High Performing Team Development

9. Proof of Concept

10. Develop the enablers
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Dentsu SCHEMA’s 10-step model is  
proven to help maximise the chance of 
successful transformation.

Describe and recognise the pressure for change – 
without leadership recognising a burning platform, at best 
the change will be seen as tactical improvement; more 
likely it will falter as priorities draw budgets to other issues.

1

Align leadership behind a common vision & purpose  
– otherwise each leader will interpret the change in the 
way that suits their own purpose, invest in their own area 
and dismiss changes that don’t benefit their area.

2

Understand the current state – assessing how the 
organisation is performing today against the vision forms 
the basis for defining and prioritising the changes that 
must be made across people, process, policy, data and 
technology.

3

Review the marketing operating model – create  
the optimum operating model to deliver the vision, avoid 
being constrained by existing teams and responsibilities and 
further complicating existing complex matrix structures, and 
you are far more likely to succeed.

4

Design & Structure – to demand and capacity 
constraints, skill requirements and gaps, 
geographic and business line needs should all 
be recognised and addressed by the structure 
design. Efficiency gains can be re-invested to 

5

Define the Roadmap – developing a prioritised 
roadmap for what needs to be delivered where, by 
whom and when and setting up a PMO to deliver 
using an agile delivery approach.

6

Process re-engineering – identifying the key 
business processes that have been impacted by 
the new operating model and redesign with new 
cross-functional, ways of working.

7

 High Performing Team Development – this  
starts at the outset of the transformation program and 
continues throughout. The approach needs to ensure the 
whole team shares the common purpose, jointly agrees what 
needs to be done and commits to each other to deliver and 
holds each other to account. Consideration of the culture is 
also critical. Understanding how to win the hearts and minds 
so that people want to adopt the new model and ways of 
working is also key. It starts with Leaders understanding and 
accepting their role in enabling change

8

Proof of Concept – a managed approach to learning 
prevents overlapping pilots and/or gaps in what is tested 
and structures the sharing and adoption of learning.

9

Develop the enablers – Defining, selecting and 
implementing the enablers (e.g., technology) should 
be based on supporting the new business requirements 
and operating model, once proven.

10

LEADERSHIP:

 It must start at the top with a clear definition of why, an aligned vision 
for the future and how to get there and a clear set of priorities across the 
business to encourage the right behaviours. Understanding how to win the 
hearts and minds so that people want to change rather than have to change.

OPERATIONAL EFFICIENCY:

Turning well-designed plans in a tangible reality 
requires a practical approach to operations, 
without which organisations can end up with 
short-lived initiatives, outsized pieces of 
technology and little commercial benefit.

PROCESS:

The organisation structure and ways of working 
must be designed to embed digital capability in 
all aspects of the marketing operation to realise 
maximum benefit. Changes that make sense for 
customers, the business and the employees will 
gain better traction.

PEOPLE:

It is essential for the business to have the 
right skillsets in the right places and a 
culture that wins the hearts & minds of staff 
and empowers them

The recommendations included in this plan are not binding  
and members are free to depart from them
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The study is based on a survey of WFA members conducted during July and August 2020. 
The survey questions were co-developed between WFA, WFA members and Dentsu SCHEMA, the marketing transformation consultancy unit within Dentsu 
International. This report has also been co-authored by WFA and Dentsu SCHEMA, WFA’s strategic partner for Marketing Transformation.
Respondent profile:
• In-depth interviews with Chief Marketing Officers conducted prior to shape and inform the quantitative research.
• 59 different respondents representing 51 companies took part in the study, across more than 15 sectors. 
• Total global ad spend of all participating companies represents over USD $84bn. 
• All respondents were in senior leadership roles within their organisation, with 63% being in a global role, and the remainder  

having regional responsibilities.

Types of businesses surveyed:

About this Research

Respondent’s region of responsibility:

Global remit

Europe

Asia-Pacific

Middle East & Africa

North America

Latin America

63%

20%

12%

12%

7%

2%
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About the World Federation of Advertisers
The World Federation of Advertisers (WFA) is the voice of marketers worldwide, representing 90% of global marketing communications spend – roughly US$900 billion per annum – 
through a unique, global network of the world’s biggest markets and biggest marketers. WFA champions responsible and effective marketing communications worldwide. 

More information at www.wfanet.org 

http://www.wfanet.org/
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Sources & Acknowledgements
Thank you to all the brands that took part in this research. 
Third party brands used in this presentation are the property of their 
respective owners, and are used here for informational purposes only. The 
use of such brands should not be viewed as an endorsement, affiliation or 
sponsorship by or for DENTSU SCHEMA, or WFA or any of their respective 
products/services. 
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