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Foreword by Google 
Right now is an exciting time to be a marketer. Today, thanks to mobile, brands are able to make 

more meaningful connections with their consumers in the moments that matter. This, in turn, 

means greater opportunity for people to say ‘Yes!’ to the brands that are there and useful in these 

micro-moments. 

But with this new opportunity comes new challenges, and for marketers today one of the greatest 

difficulties is understanding how to measure the impact of mobile on our brands. 

Let’s explore why. 

Think about the steps you took to make your last purchase. Did you do any research? Compare 

products? Where did you buy? Online? In a store? How did you find out where to go? I would 

wager that you turned to your smartphone to help you make one or all of these decisions along the 

way. 

Because of mobile, consumer behavior has changed and the purchase journey is no longer a 

simple, linear experience. Like you, the vast majority of consumers today don’t just walk into a 

shop to find the information they need, or even to make a purchase. They use their phones to 

research, to compare, to find the best deal, to buy… the list goes on. And this rings true regardless 

of the type of purchase – it could be a couple buying their first home; a groom-to-be searching for 

his wedding suit; or a teenager trying to find the right shade of lipstick. Consumers increasingly 

rely on mobile at every step of the way. 

Given that this once-linear experience is now more like a game of connect-the-dots, it stands to 

reason that our measurement practices cannot be as straightforward as they used to be, either. 

Many of the measurement rules marketers still use today were established during the desktop era. 

They do not hold true for our smartphone-forward society, as they fail to fully account for the role 

of mobile throughout the entire buying journey. The last-click attribution model, for example, is 

broken because any number of the thousands of ‘clicks’ that consumers make on mobile prior to 

pressing the buy button contribute to the sale. 

It’s clear that our approach to measurement has got to change. Marketers need to reassess their 

thinking around measurement to better reflect and capture the role of mobile in driving results 

and new growth. 

At Google, we believe that marketing campaigns will be more successful when they reflect wider 

organizational goals, rather than only marketing ones. We believe organizations being 

entrepreneurial in using data to fill gaps to validate decisions are more likely to drive growth. And 

we believe that brands willing to experiment with new measurement tools and test new 

measurement rules are better placed to influence organizational strategy and decision making. 

In this report, we explore how marketers who are shifting their attitude to measurement can 

overcome the attribution challenges associated with mobile-first consumer behavior. Because in 

this new world, where the smartphone reigns supreme, there are countless opportunities for 

brands to grow. Especially when they are willing to take that first step into the future, and evolve 

their approach to measurement. 
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About Econsultancy 
Econsultancy’s mission is to help its customers achieve excellence in digital business, marketing 

and ecommerce through research, training and events. 

Founded in 1999, Econsultancy has offices in New York, London and Singapore. 

Econsultancy is used by over 600,000 professionals every month. Subscribers get access to 

research, market data, best practice guides, case studies and elearning – all focused on helping 

individuals and enterprises improve their marketing. 

The subscription is supported by digital transformation services including digital capability 

programs, training courses, skills assessments and audits. We train and develop thousands of 

professionals each year as well as running events and networking that bring the Econsultancy 

community together around the world. 

Subscribe to Econsultancy today to accelerate your journey to digital excellence. 

Call us to find out more: 

 New York: +1 212 971 0630 

 London: +44 207 269 1450 

 Singapore: +65 6653 1911 

 

 

http://econsultancy.com/subscribe
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Defining a new approach to measurement 
Setting the bar for modern marketing 

“The real power of analytics isn’t producing insights. It’s producing actionable recommendations and helping 

align leaders with well-framed business cases. And it doesn’t have to be decimals, it can be directional.” 

Harry Tannenbaum, Head of Business Analytics, Nest Labs 

The modern path to purchase jumps across media and devices, from the digital to offline world 

and back again. These interactions can be obscured from the marketer, appearing independent or 

not registering at all. Yet, understanding how these moments contribute to one another is 

essential to improving the customer’s experience and ultimately to growth. 

How should measurement evolve to meet this challenge? This report began with the premise that 

marketing measurement needs to reflect the complex reality of our customers. That it is most 

effective when it is flexible and actionable, with a focus on business outcomes. Driving growth 

with measurement in a mobile world is based on a study of over 500 executives in marketing and 

analytics across a range of consumer and business-facing sectors. 

To explore the premise, the research sample was examined divided using three hypotheses: 

1. Marketing achieves greater success when its measurement reflects the goals of the wider 

organization than when focused solely on marketing. 

2. Organizations must have not only the capability to understand complex behaviors in mobile 

and across channels, but must rely on that data to make decisions. 

3. Experimentation beyond optimization is the key to discovering new opportunities, agility and 

successful decision making. 

Based on the results, it’s clear that together, these characteristics help define organizations that 

are successfully using measurement to power growth; companies fitting this model were 

more than twice as likely to have significantly exceeded their top business goal in 

2015 as those that didn’t. This confirmation led us to define the two groups as Leading and 

the Mainstream. The leaders represent roughly one-fourth of the total sample. 

Mainstream vs. Leaders  

Figure 1: Thinking about 2015 performance, which statement best describes how 

marketing performed versus its top business goal? 
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Throughout this report, the differences are positive, significant and consistent; leading companies 

offer guidance and inspiration for marketing leaders as they design their organization’s future. 

From clicks to customer value – the move to business KPIs 

Growth from a customer focus 

“We’re seeing the greatest success in working cross-functionally to better understand the customer journey and 

building programs and measurement around that. Yes, this is a shift from a backward-looking approach to one 

with a forward-looking, longer-term view of data strategy, analytics and ultimately the customer.” 

Matt Miller, EVP, Performics 

How we define success defines our efforts to achieve it. Marketing practices that use business 

measures instead of focusing solely on marketing-focused metrics appear to have a stronger 

impact on growth and wider influence on the organization. 

Leading organizations are more likely to see the importance of aligning their marketing 

department’s goals with sales and finance, but there is agreement across the sample; the vast 

majority of organizations agree that their KPIs must be tied to broader business goals to truly 

matter. The evidence supports this view. 

Mainstream vs. Leaders  

Figure 2: Agree or disagree: ‘To truly matter, marketing analytics’ key 

performance indicators must be tied to broader business goals.’ 
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Mainstream vs. Leaders  

Figure 3: Thinking about your organization, do you agree or disagree with the 

following statements?  

 

Respondents: 476 
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The straightest path to a well-rounded view 

Understanding all the moments that matter 

“Today’s shift is about being relevant across all moments that matter. It’s not just when they’re buying; it’s not 

just about on a specific device. It’s about understanding those moments together to have a complete view of a 

customer journey. It boils down to lifetime value — but this is currently missing if you look too narrowly at the 

individual parts without also having the bigger picture in mind.” 

Jim Yu, CEO and Founder, BrightEdge 

Mainstream vs. Leaders 
Figure 4: Thinking about your marketing organization’s approach to 
measurement over the last 24 months, please check any of the following that 
apply. 
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For most marketing organizations, achieving a truly holistic view of the customer that spans 

channels, platforms and databases is still in the future. Every cycle sees an incremental rise in the 

capabilities that comprise that view, outlined in Figure 5, but there are missing pieces, even 

among leading measurement organizations. 

Mainstream vs. Leaders 
Figure 5: Which of the following are part of your analytical model for customer 
experience? 
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Mainstream vs. Leaders 

Figure 6: Which statement best describes your organization’s approach to 

decision-making based on cross-device behavior? 

 

Respondents: 420 

Cross-device analysis isn’t easy. The technical challenges involved are significant enough that 

many marketers don’t fully understand the process by which their organization creates a picture 
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Mainstream vs. Leaders 

Figure 7: Which statement best describes your organization’s approach to 

decision-making based on how online and offline data influence customers? 
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Real data has issues 

Gaps are inevitable, perfection is impossible 

“Marketers are uncomfortable with estimates; we’ve labored with the idea that data is so perfect and that we can 

track and measure everything. It’s a fiction and will become more of a fiction as we have more things that we 

can’t measure one for one. The goal isn’t to have perfect data - it’s to have good enough data to drive insights and 

make decisions. We try to figure out what is a proxy metric that is aligned with our ultimate goals.” 

Jeremy Hull, EVP, iProspect 

It’s easy to fall into the trap of perfect data. Every innovation in ad tech promises a step towards a 

flawless, holistic view of the customer that’s managed through a single interface. 

But data isn’t perfect. Despite advances in the tech they use to collect and manage customer 

information, marketers and analysts have to work with datasets that are prone to errors and 

missing pieces. 

The lives of modern consumers are already too complex to capture easily, and the trend is toward 

further diversity in devices and digital inputs. Customer journeys are as diverse as the people 

engaging in them, and they become more mobile and erratic every day. 

Mainstream vs. Leaders 

Figure 8: There will always be gaps in the data connecting people, channels and 

devices – Agree/Disagree 
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Related to this realism, leaders emphasize their ability to work around issues; 94% have 

developed processes for dealing with gaps and partial data, compared to 69% of the mainstream. 

Moreover, the mainstream tends to rely on history to fill in data gaps, basing their answers on 

history and benchmarks. But in digital contexts prior results may no longer describe a rapidly 

changing reality. Leaders tend to use approaches and systems to build estimates that reflect 

current, if impartial results (68% vs. 41%). 

Their choice in approach to the problem of data gaps has a strong relationship with how the two 

groups view the reliability of their estimates; 54% of leading respondents describe their 

estimates as ‘very reliable’ compared to only 16% of the mainstream. 

Mainstream vs. Leaders 

Figure 9: How does your measurement/analytics practice deal with gaps in data 

or partial data? 

 

Respondents: 420 
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contrast with 45% of the mainstream. 

Mainstream vs. Leaders  

Figure 10: You indicated that your organization uses estimates to fill in data gaps 

and address partial data. How often do you use them in your analytics practice? 
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Experimentation – small steps and big bets  

An early promise of digital business was easy experimentation. The ability to rapidly test and 

learn has been touted as an advantage of digital businesses since the early internet days. Yet 

relatively few companies take testing beyond the basics of optimizing at the campaign level. 

The potential for experimentation in decision-making is an important difference for leading 

companies. They are significantly more likely than the norm to conduct all types of experiment, 

but the divide is widest when it comes to strategic experimentation. 

Mainstream vs. Leaders 

Figure 11: How does your organization use experiments in marketing, if at all? 
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Conclusions and recommendations 
#1 Alignment of KPIs with business goals makes marketing more powerful 

One of the central hypotheses of the study was that marketing achieves greater success when its 

measures and processes reflect the goals of the wider organization than when they’re focused 

solely on the metrics and concerns of marketing. In the real world we need to look for those 

metrics that can make the leap between marketing and finance instead of trying to contend with 

every possible digital marketing statistic, most of which don’t resonate outside the team let alone 

outside of marketing. 

Leaders bear out this premise; 95% agree with the statement ‘to truly matter, 

marketing analytics’ KPIs must be tied to broader business goals.’ 

One advantage of moving to a business focus is that it enables marketing to influence the broader 

organization more easily, whether through a Center of Excellence model or another learning and 

development mechanism. 

This emphasis on business KPIs has several benefits for marketing: 

 Drives digital evolution through opportunity instead of mandate. Teams and individuals are 

far more motivated to change when they see the benefit than simply as a response to a 

strategic directive, which is often how organizations try to drive transformation. 

 Normalizes marketing across divisions and regions by focusing on universal goals. Every 

part of an international company is, to varying degrees, an independent actor with unique 

issues, capabilities and opportunities. Getting them to play in concert is an eternal challenge, 

but it’s impossible when they use different measures. Using a limited basket of metrics that 

are agreed upon by finance and marketing as representing the top business goals is one of the 

most effective paths to motivating and level-setting between regions. 

 Advances the strategic role of marketing. Today’s marketing department is tasked with far 

more than awareness. It has to be in the head of a new kind of mobile, social customer and 

represent their needs for a better experience across the organization. It also has to adapt to 

media, channels and platforms that are changing at breakneck speed. Through it all, 

marketing is asked to contribute more to the bottom line, often with fewer resources. Despite 

these rising demands, marketing doesn’t always have a seat at the table. Perhaps the most 

important reason to use business goals to define marketing’s KPIs is to ensure that marketing 

is always speaking the same language as sales and finance. 

Where to start: identify the top three business goals set in your 2017 strategy and meet with 

analytics leaders to argue for the one KPI that best fits with each one. These ‘hero’ metrics won’t 

stand alone, but they should be at the center of every measurement conversation. 

#2 Metrics don’t matter if they don’t affect decisions 

It’s one thing to measure, it’s another to use that information. One surprise of the study was the 

large share of organizations that have one or more advanced measurement capabilities, but fail to 

use them in decision-making. 

For example, 47% of mainstream organizations say they track cross-device behavior but that it 

doesn’t factor into decision-making. That’s an equal share to those that do use their cross-device 

analysis in planning and strategy. 

When data is collected but goes unused, there is often a lack of trust in its validity that might go to 

the complexity of measurement (such as in the case of cross-device identification) or an inability 

to use that data in context. One trait of leading companies is the realization that there will be gaps 

in data, especially in emerging areas. They are comfortable making estimates to fill those gaps to 

move forward with their decision-making. 
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Where to start: create a list of all of the available KPIs and measurement capabilities. This 

might range from simple email metrics through advanced attribution, depending on the 

organization. Go through the list and consider whether each metric is unused, used only in 

reporting or used for planning. Any gaps in the third column indicate a gap in trust, a missed 

opportunity or a meaningless measure. 

#3 Perfection isn’t the goal 

Between the enthusiasm of technology vendors and the genuine revolution in data-driven 

business, it’s not surprising that marketing has fallen into the trap of pursuing perfection. Every 

cycle brings new tools, models and filters, each suggesting a better way of collecting, managing 

and interpreting data. 

Our data describes our customers and customers are people – chaotic, fickle, emotional, mobile 

people. Even when we fix every technical glitch and connect every database, data will never be 

perfect. 

Some marketers are building their measurement and analytics practices with this in mind. It’s an 

attitude and approach as much as it is a selection of technologies or models. It’s about 

approaching problems in a way that is nimble and effective with the knowledge that there will be 

gaps and mistakes and odd shapes that won’t fit into square holes. 

The most effective analytics organizations are also those that recognize that the reality is 

imperfection. Leading measurement practices are three times more likely than the mainstream to 

strongly agree that there’ll always be gaps in the data connecting people, channels and devices 

(39% to 13%). 

Where to start: identify those areas where data issues arise most frequently and explore 

processes, practices and technologies to address them. For example, build estimate models 

based on existing data, look for reliable industry benchmarks or look at tools that analyze and 

add in missing data. Of note, leaders are more likely to develop specific models and employ 

technology to fill these gaps than the mainstream, who tend to rely on historical precedents. 

#4 Experimentation isn’t just optimization 

Optimization is an important advantage of digital marketing. It’s fast, easy and makes an 

incremental, consistent positive difference. But optimization isn’t the most powerful business use 

of experimentation. At its best, the scientific method can be used to identify most valuable 

customers, explore major trends and validate strategic direction. 

Leading organizations are more than twice as likely to conduct these ‘big bet’ experiments than 

the mainstream, and by doing so they overcome some of the issues that often arise in large 

organizations trying to evolve. Typically, any major shift in spending or direction will create 

political divides as gut instinct and inertia work against change. Experimentation can be an 

antidote to this kind of resistance, giving a black-and-white answer to key questions. 

Where to start: identify the intersections between business goals and customer behavior and use 

these lessons to prioritize experiments. Where are you losing to competitors? What is important 

to customers but under-represented in your experience? Whatever the experiment, make sure 

that it’s testing a specific hypothesis that’s unambiguous, that the test will be able to provide 

meaningful data and that the test results focus primarily on overall business impact, not simply 

efficiencies or optimization. 
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Appendix: methodology 
This report is based on an online survey conducted in the third and fourth quarters of 2016, using 

primarily third-party providers for distribution. Respondents from third parties were offered an 

incentive to complete the survey. It closed on October 12th with 502 qualified responses. Survey 

results were supplemented by telephone interviews with executives in management and analytics 

roles. 

The sample was comprised of marketing executives in North America. They qualified for the 

sample based on revenue, sector and seniority. 

 Any respondent below the ‘manager’ level was disqualified. Fifty-five percent were at the 

director level or above, with 39% in executive management. 

 The study represented a wide range of sectors. The most heavily represented industries were 

financial services (13%), consumer goods (16%) and retail (17%). 

 All qualifying organizations reported annual revenues above $250 million, with 57% reporting 

over $1 billion in 2015 revenues and one-third reporting over $5 billion. 
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