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DON’T GET 
CAUGHT 
STANDING STILL
We live in an ever-evolving world, and 
it’s here to stay. Consumer needs and 
expectations are being veraciously self-
driven, markets are constantly moving 
and fragmenting; a plethora of data 
and new platforms are drowning us, 
ever-changing privacy laws baffle and 
challenge us, and the last two years have 
caused rapid movements in consumer 
behaviour and expectations against a 
background of more limited resources. 
We are all left wondering how we can 
adapt to constantly stay ahead, and not 
be caught standing still. 

Your business objectives and the way 
you measure performance need to keep 
up with these ever-changing customer 
needs – which means your data and 
analytics capabilities need to be working 
harder in support of the business goals. 
That’s easier said than done, achieving 
directional alignment and governing 
change is key.

We can no longer treat analysis as a linear 
process of solutions, like segmentations 
which are ticked off the list when done, 
all bar the occasional refresh. Your 
insight capabilities need to be constantly 
evolving, just like and alongside our 
consumers; driving value from data, 
measurement, and optimisation to act as 
a catalyst for change.
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WHERE DO YOU 
START?
In order to shape and inform valuable 
customer experiences, we need to 
understand that data covers more than 
identity. It is about understanding and 
building insight into consumer needs 
that will drive engaged, memorable, and 
meaningful interactions.

Firstly, we need to consider the 
analytical test and learn process and 
how it engages the business as a cycle. 
Starting with the identification of business 
outcomes we want to achieve; identifying 
how we activate on these as tests, using 
analysis to identify opportunities that we 
can measure, and then draw learnings for 
further improvements.  

Value occurs not with the business 
moving through this circle once, but 
many times. The faster we can move 
through this circle, or spin up as many as 
possibilities at once, is how we generate 
incremental value

But this requires analytics and business 
activation to work together as one. Your 
business capabilities and analytical 
adoption maturity are just as important as 
knowing what you want to achieve and 
what to measure.

HYPOTHESIS

ANALYSIS

DESIGN 
AND 

ACTIVATEMEASURE

ANALYSE 
AND 

OPTIMISE BUSINESS
DEFINED

OUTCOMES
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WHAT CAUSES 
ANALYTICAL INERTIA?
There are a number of areas that can impact on the organisation’s ability to navigate the 
test and learn cycle, acting as ‘speed bumps’ that create inertia in the development and 
application of analytical insight:

• Data dictated rather than data driven 
– starting with the data often leads 
to failure. Building solutions centred 
around the art of the possible, without 
a clear consumer need or business 
outcome in mind can limit from the outset. 
These self-imposed restrictions lead to 
something that is hard to activate and 
makes the business work harder in order 
to find value in output. Without knowing 
the business context, the challenge of 
finding value in the data is much more 
challenging . Being data driven is not 
about starting with the data but ensuring 
it feeds into all stages of definition, 
discovery, test, measurement,  
and optimisation.

• No clear data strategy – lacking a clear 
strategy for the collection and usage of 
data often leads to reaction led decision 
making and costly about turns. With 
constantly adapting legislation, changing 
values the customer places on their 
data, the move to a cookieless world 
and zero/first  party data, a clear strategy 
helps navigate this turbulence and make 
it relevant to your organisation and 
customer experiences. Collecting data 
without a strategy for use can be costly in 
terms of storage and wasted  
business effort.

• Tech as a stop gap – simply purchasing 
tools to close gaps can create point-
to-point analytical solutions which may 
allow immediate momentum, but often 
causes costly barriers to longer term 
development.  Instead, there is a need 
for a clear analytical architecture that 
integrates as a seamless process into 
how the organisation orchestrates and 
activates on its data.

• Thinking of data skills as just analysis 
– it’s not enough to just have great data 
scientists and analysts. We need data 
quarterbacks that get data where we 
need it, data governance that ensures 
data is fit for purpose, and a data culture 
where all are involved in the translation of 
insight into action.

• Lack of data culture – analytics and 
data are often left to the analytics team 
and viewed as overly complex or black 
box. Analytical success requires the 
organisation to understand how data 
and analytics is best applied, using a 
transparent and universally  
adopted framework.

• Measuring your capabilities with a 
critical eye – assessing your analytics 
maturity by looking inwards only 
highlights the gaps known to you. 
Benchmarking and continued exposure to 
new external developments is needed to 
help identify and break down the  
true unknowns.
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ADOPT AND LIVE THE 
VALUE CHAIN FOR CHANGE
The analytics value chain of Data > Analytics > Action > Outcomes isn’t a new concept 
yet navigating it in an optimal manner is often tricky. This is particularly important when 
maintaining analytical momentum within the business. When we move around the test 
and learn cycle, analytics has to navigate the value chain effectively and quickly at each 
stage to truly drive change.  

Data bought 
together in a 

central location

Tools to 
manipulate, 

analyse, 
measure & 

inform

Right blend of 
Analytical Skills

Insight 
Orchestration

Business 
Action

Business 
Impact

All underpinned by a culture of data led hypothesis testing

FOUNDATIONS ENABLERS OUTCOMES

ANALYTICS MATURITY IS ABOUT MAKING DATA WORK HARD IN SUPPORT 
OF THE BUSINESS GOALS
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It’s easy to think of the value chain as a 
process, either trying to start purely from 
the data, or from outcomes and  
working backwards.

To be most effective we need to 
approach from both ends, remaining up 
to date with changes:

OUTCOME END:
For the purpose of analytics, we need to 
understand the outcomes the business 
is trying to drive, but also the actions 
that are open to it, or the levers that it 
can pull to change these outcomes. This 
helps us frame the analytics we need; the 
hypotheses we need to understand that 
provide the insight on which levers to pull 
and in what order. We need to revisit the 
analytics not only as outcomes change, 
but also when new levers become 
available to a business. We need optimal 
analytical solutions flexible to adapt to 
change, expanding to accommodate new 
products or channels. Business agility is a 
key driver for success. 

DATA END:
This is the foundation end of having 
data available, with tools pointed at the 
data that we can use to unlock its value, 
and people with the right skills to use 
these tools to unlock insight and drive 
action.  We need an up-to-date view on 
this, particularly the data health, so that 
we understand what we have available 
to us and any gaps that are of value 
to close when we are looking at the 
solutions we build for outcomes. Having 
a firm understanding of the foundations 
rapidly speeds up the process, removing 
the need for repeated discovery or the 
circulation of untruths on the data estate. 
Technical and data agility is a key  
driver here.
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THE MIDDLE:
Its only when armed with a clear vision of what we are trying to achieve, the actions we 
can take, and the foundational assets we can build from, that we can truly unlock value 
from analytics and insight. The approach needs to be consistent whether we are building 
one piece of a repeatable asset, or an ‘analytics enabler’. Analytical enablers should act 
as ongoing tools woven into the fabric of the business, creating a platform of analytics 
maturity that can be built from to accelerate each test and learn iteration.    

Data bought 
together in a 

central location

Tools to 
manipulate, 

analyse, 
measure & 

inform

Right blend of 
Analytical Skills

Insight 
Orchestration

Business
Action

Business 
Impact

All underpinned by a culture of data led hypothesis testing

FOUNDATIONS ENABLERS OUTCOMES
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RIGHT 
SOLUTION

The foundations you can build from The outcomes you want to drive



77

MERKLE’S APPROACH
At Merkle we have developed a maturity assessment 
focused on driving business outcomes from analytics, 
bringing together the test and learn cycle and the 
analytical value chain. This is an approach that is 
designed to understand where you are now, what you 
need to do, how to get there, and how to continue  
to evolve.

Data foundations
Data bought together in a central 

location

Tools & Technology
To manipulate, analyse, measure & 

inform

Insight Generation
Deliver analytics for business 

outcomes

Measurement & Optimisation
Understand the impact and 

enhancing

Insight Activation
Orchestrating analytical findings into 

action

People & Skills
Right blend of Analytical 

Skills

Avaliabilty
Accessibilty

Accuracy
Ability to activate

Appropriate Governance

Architecture
Function

Integration
Governance

Structure
Skills set

Operating Model
Development

Research
Analysis

AI & Machine Learning
Solution Design

Deployment Strategy
Insight Communication
Technical Deployment

Test Design

What to measure
Visualistaion
Forecasting
Improving
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HOW WE WORK 
WITH CLIENTS
Here at Merkle, our aim is to truly 
understand your business, the challenges 
that you are facing in the context of your 
long-term objectives, and the outcomes 
that you want to achieve. 

When carrying out our Analytics Maturity 
Assessment, we will speak to a variety of 
stakeholders across your business and 
analytics teams to identify challenges 
and gaps that the team face and how 
data and analytics could help address 
them. We will then assess your analytical 
capability across our six pillars which will 
inform the priority workstreams in the 
roadmap we create.  

If your requirements span beyond 
analytics and data, which is often 
the case, we can run our Customer 
Experience Blueprint in parallel. Our 
Customer Experience Blueprint looks 
beyond data and analytics and focusses 
on how your overall business is set up to 
achieve customer centricity. We will look 
at your vision, customer strategy, your 
overall customer experience across all 
touchpoints, and the technology that you 
have in place to support.  

By knowing what is important to you, 
and what outcome you are trying to 
achieve, we use our findings to build 
out a prioritised analytics roadmap for 
implementing the solutions, determining 
how we measure success, and recognise 
the dependencies. The assessment can 
take as little as five weeks for brands but 
can vary based on your  
organisation’s set-up. 

Working with Merkle’s consultancy differs 
from hiring a standard consulting firm. 
Our analytic consultants can always 
tap into the knowledge of different 
specialists across capabilities within 
the business, hence we can give both 
strategic and tactical recommendations. 
But foremost, we are practitioners and 
outcome obsessed, meaning we make 
sure any recommendations we give or 
roadmaps we build are highly actionable. 
This was recognised in Merkle’s inclusion 
in Forrester’s Customer Database and 
Engagement Wave 2021 report, which 
identified Merkle as an agency partner 
that can help marketers deploy a data 
and marketing tech strategy that moves 
towards 1:1 customer conversations and 
challenges organisations to “re-think your 
status quo in a good way”. 

DEVELOPING
Unknown Data Health

Limited Analytics
Manual Reporting

Opinion - led

FOUNDATIONAL
Limited Data Health & Strategy

Descriptive Analytics
Semi-Automated Reporting

Reactive

CONNECTED
Good Data Health & Strategy

Predicted Analytics
Automated Reporting

Consultative & Collaborative

ADPATIVE
High Quality Adaptive Data Strategy

Prescriptive Analytics
Slef Serve Reporting

Evidence-based Culture
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CASE STUDY
CASE STUDY 1: AUTOMOTIVE

BUSINESS CHALLENGE 

One of the best-selling car brands in 
Europe wanted to increase its customer 
and prospect marketing capability to 
enable profitable long term business 
growth through the smart use of data. 
With 19 markets activating their own 
campaigns, the regional team needed 
to understand how they could optimally 
support and empower all of the markets 
to deliver against the vision. 

MERKLE SOLUTION 

We conducted an as-is review with each 
market covering analytics and insights, 
data and technology, organisation, 
and activation. We then reviewed the 
findings against the target vision we set 
with the business - making summarised 
recommendations on how they could 
bridge the gap at both market and 
regional level. Roadmaps were prioritised 
against segmented groups of markets, of 
similar maturity levels, that would drive 
increased understanding of their data 
with clear paths to activation. The market 
roadmaps were aligned to central and 
local technology and data changes.   

CLIENT OUTCOME 

The business delivered against these 
recommendations at a regional level 
to achieve their objectives. The value 
unlocked by the prioritised markets 
was shared to help build momentum 
for change. We went on to work with a 
number of the markets to help accelerate 
data driven activation, applying ready 
built approaches and processes to deliver 
analytics and campaign quick wins.
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CASE STUDY 2: PANDORA

BUSINESS CHALLENGE 

A B2B franchisee & DTC global retail 
client came to us needing to transform 
their data into a highly valuable business 
asset. Without an overarching vision 
for their data and limited means to 
dynamically map and maintain global data 
assets, the client needed a data strategy 
mapped to outcomes to bring data to life.

MERKLE SOLUTION 

We acted as a strategic partner, to launch 
and deliver an enterprise-wise Data 
Transformation Programme, consisting of 
a repeatable mapped means to identify, 
asses, and score data assets. This 
required a new data governance process 
and mindset mode, together with the 
capture of fresh business requirements 
to feed into the discovery phases of 
a number of enterprise data projects. 
These activities underpinned global 
data strategy changes in ownership, 
stewardship, and use.

CLIENT OUTCOME 

The Data Transformation project 
refreshed this company’s data 
governance capability. With the new 
target operating model live, and new 
business requirements model deployed in 
client’s three largest global data projects. 

10
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IAN HAMMOND
Director of analytics strategy
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DAVID SPENCER
Head of analytics sales UK

Ian has worked in the analytics space for the last 
22 years both client and agency side, developing 
organisations’ analytics capabilities.  In his time at 
Merkle he has helped grow the analytical capability 
from a small team to a large multi-disciplined team. 

He now works with clients to understand their 
analytics and data capability and identify how 
these can be developed to deliver business 
outcomes.  He then works with them to understand 
the options then build prioritised roadmaps and 
project plans to deliver against this vision.

He has experience leading strategic and analytical 
client engagements across a variety of verticals 
including Finance, Travel, Automotive, Technology, 
FMCG, and Retail. 

David has strong experience in implementing both 
business and consumer led solutions, specialising 
in advanced analytical strategic sales, delivering 
high return on investment for clients, as well as 
great relationships.

During David’s 15 years in the industry, he has 
collaborated with clients across numerous sectors.

ABOUT THE 
AUTHORS
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ABOUT MERKLE 
Merkle is a leading data-driven customer 
experience management (CXM) company 
that specialises in the delivery of unique, 
personalised customer experiences across 
platforms and devices. For more than 30 
years, Fortune 1000 companies and leading 
non-profit organisations have partnered 
with Merkle to maximise the value of their 
customer portfolios. The company’s heritage 
in data, technology, and analytics forms 
the foundation for its unmatched skills in 
understanding consumer insights that drive 
hyper-personalised marketing strategies. Its 
combined strengths in performance media, 
customer experience, customer relationship 
management, loyalty, and enterprise marketing 
technology drive improved marketing results 
and competitive advantage. With 13,000+ 
employees, Merkle is headquartered in 
Columbia, Maryland, with 50+ additional offices 
throughout the Americas, EMEA, and APAC. 
Merkle is a dentsu company.

For more information, contact us via info@
merkle.nl or visit merkle.nl.
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