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Introductions 





National advertiser associations in 60 countries





We’ve been discussing, researching and 
writing about ‘transformation’ for several 
years



Most organisations know what they have to change, but not HOW to do it

This study is based on a survey of WFA 
members conducted in Summer 2020.

➢ 56 respondents, from 51 member 
organisations (across 15 sectors)

➢ All respondents were in senior leadership 
roles, with 63% in global roles

➢ In-depth CMO interviews were conducted 
to shape and inform the quantitative 
research.



The report outlines a range of recommendations for organisations to 
maximise the chances of transformation success

1. Delivering Transformation 

✓ Leadership, People & Culture 
(5 recommendations)

✓ Organisation Structure & Ways of Working 
(10 recommendations)

✓ Data & Technology 
(3 recommendations)

2. Barriers to Change

3. Conclusions & Actions



Respondents ranged fairly equally across ‘first steps’ and ‘progressing well’, 
with 22% claiming to be ‘well advanced’

Q. Please give an indication of the maturity of your transformation journey in comparison to the ideal definition: 

SOURCE FOR ALL CHARTS: WFA Survey on ‘Transforming the Marketing and Media Functions’ in partnership with Dentsu SCHEMA, June-August 2020; Base: 59 
respondents from 51 companies

‘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’.



Ensure you engage and mobilise active c-suite support for
the Marketing transformation program

Leadership, 
People

& Culture (#1)

Q. To what extent do you agree: ‘There is full and unequivocal recognition at 
an Executive level (wider than Marketing) of a clear, commercial need to 

fundamentally transform Marketing’



Within mature organisations, leaders across functions actively 
support the planned changes in Marketing

Leadership, 
People

& Culture (#1)

Q. To what extent do you agree: ‘All key and influential stakeholders and 
executives across functions actively support the planned changes in Marketing’



Transformation leaders are far more likely to view Marketing
as an investment and proven driver of growth 

Leadership, 
People

& Culture (#1)

Q. To what extent do you agree: ‘Executive leadership views Marketing as a proven driver of 
growth and marketing budgets as an investment in the future success of the business’



Invest in the right skills and capability to drive success
- Mature organisations carefully balance recruitment with training

Leadership, 
People

& Culture (#2)

Q. 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? 



Create capacity for change within your organisation
- Training is key, but resources need the time and remit to deliver change

Leadership, 
People

& Culture (#4)

Q. 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? 



Focus on ALL the areas where Marketing can add value
- 3 areas show a marked increase in being led by Marketing by 2023

Leadership, 
People

& Culture (#3)

Q. Which activities currently sit within your Marketing function, and which of them you expect to be managed by Marketing in 2023?



Legacy operating models can severely inhibit transformation
- View digital as a mind-set, not just a department or CoE

Organisational
Structure & WoW

(#1)

Our current Marketing operating model
and structure is inhibiting our ability

to succeed in the digital economy*

*The chart shows % who selected ‘agree’ and ‘Completely Agree’



Integrate Digital and Marketing transformation into a single program
Organisational

Structure & WoW
(#2)

Digital transformation and Marketing
transformation are the same thing in

our organisation *

*The chart shows % who selected ‘agree’ and ‘Completely Agree’



Centralise key parts of the transformation strategy
- ‘freedom within a framework’ models are most likely to succeed

Q. To what extent do you agree: ‘Marketing strategy is defined, and all key decisions 
related to Marketing function transformation (including technologies) are taken centrally’ 

Organisational
Structure & WoW

(#2)



Deploy a managed approach to test and learn
- Critical to accelerate proofs of concept and eradicate repeating of errors 

Organisational
Structure & WoW

(#4)

Q. To what extent do you agree: ‘Our organisation has a structured and 
managed approach to learning that effectively identifies winning ideas and 

rapidly scales them across the organisation’



Find the right balance between in-house and out-sourced skills
- Start simple and strategic and mature carefully over time 

Organisational
Structure & WoW

(#3)

Q. Which of the following activities are 
managed in-house TODAY?’



Be crystal clear about the ultimate purpose of in-housing
Organisational

Structure & WoW
(#4)

Q. What are your primary reasons for your 
in-housing?



Enable & encourage ‘radical collaboration’
- focus on removing conflicting performance objectives & metrics

Organisational
Structure & WoW

(#5)

Q. To what extent do you agree: ‘Teams and functions across the business 
work in a highly collaborative way with each other’



Review and re-engineer critical Marketing processes
- empower people for rapid decision making and allow for agile WoW

Organisational
Structure & WoW

(#5)

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



*The chart shows % who selected ‘agree’ and ‘Completely Agree’

Be realistic about the time it will take to transform Marketing
- Invest the time in set-up and planning to deliver lasting change (beyond a CoE)

Organisational
Structure & WoW

(#6)

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



Whatever you do, define and embed a transformation roadmap!
- Change must be based on a clear, prioritised and actionable plan

Organisational
Structure & WoW

(#7)

*The chart shows % who selected ‘agree’ and ‘Completely Agree’

We have a clear and concise roadmap 
that lays out precisely what needs to

happen, when, how and who is 
responsible for doing it*

“A critical enabler of success is having an aligned and 
actionable change roadmap with crystal clear objectives 

and KPI’s to steer and guide the transformation”



Define clear business requirements before you define the stack
- Major issues persist (even now) with assuming the ‘Ferrari’ solution is best

Technology
& Data 

(#1)

Q. To what extent do you agree: ‘Our technology stack and architecture are fit for Marketing 
purposes as it has been designed based on business requirements and pre-defined use cases’



Develop a data strategy and analysis capability to turn data into action
- treat data as a strategic asset and invest in appropriate insight processes

Technology
& Data 

(#2)

Q. To what extent do you agree: ‘Customer data is managed as a strategic asset to add commercial value to the business’



BARRIERS TO CHANGE
- All levels of maturity agree the main barriers relate to attitudes, skills & 

ways or working. It is clear where attention needs to focus…

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



Successful Marketing Transformation must be built on 4 key pillars

➢ In the 2010’s, Marketing transformation was concerned with digital, data and technology.

➢ In the 2020’s, 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

1.

2.

3.

4.

PRESSURE FOR CHANGE
There must be a compelling reason for 

changing that is recognised at the very top 

ALIGNMENT OF PRIORITIES

RESOURCE TO CHANGE

ACTIONABLE FIRST STEPS

All stakeholders must share a common view 
of the destination and how best to get there 

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 

A clear, prioritised and actionable roadmap so people know 
what is expected of them, what they need to do, by when 



Review the report to see Dentsu’s proven 10-step transformation model




