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We’ve been discussing, researching and
writing about ‘transformation’ for several
years
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Most organisations know what they have to change, but not HOW to do it

dentsu Y SCHEMA

World Federation
of Advertisers

Marketing
Transformation

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

Delivering the future
fit organisation

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

February 2021

World Federation dentsu
of Advertisers SCHEMA



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

1. Delivering Transformation

v' Leadership, People & Culture
(5 recommendations)

v' Organisation Structure & Ways of Working
(10 recommendations)

v Data & Technology
(3 recommendations)

Patricia Corsi

Global Chief Marketing & Digital Officer, Bayer
2. Barriers to Change

“ Successful transformation is a balance of magic

3 CO“CIUSiOnS & ACtionS and logic — exciting and inspiring people as well
" as re-developing key processes. ”

—

World Federation
of Advertisers

dentsu
SCHEMA



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

%
The ‘ideal’ transformed 22% 2
organisation:
World Class

‘A digitally mature organisation is one Well

that benefits from agile ways of Advanced

working enabled by digital First steps
technologies and capabilities, taken on the

journey

has a flexible and collaborative ot
- - o start
operating model, effective go-to-

market business models and enjoys

deep and talented capability right
across the organisation. A A A

Together, these attributes are proven [ V[ | \

to drive sustainable incremental
profitability’.

Early Stage Developing Advanced

World Federation dentsu

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

Q. Please give an indication of the maturity of your transformation journey in comparison to the ideal definition:
@ of Advertisers respondents from 51 companies SCHEMA



Ensure you engage and mobilise active c-suite support for Leadership,

People

the Marketing transformation program & 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’

. Strongly agree

Agree
B Disagree Juan Manuel Hoyos
- R T— Global Marketing Divisional General Manager
Qe Brand and Engagement, Nissan
\ 4% 16% ‘ ‘ )
_‘y L | The most successful transformation plans
8%

need ALL people engaged across the

organisation, driven by strong leadership
@ @ with clear KPIs and success measures. , ,

Early Stage Developing Advanced
World Federation dentsu
of Advertisers SCHEMA



Within mature organisations, leaders across functions actively Leadership,

People

support the planned changes in Marketing & Clture (#1)

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

Strongly agree
P [

_—- . .
Agree Jodi Harris
Di Global Vice President,
ibggite Marketing Culture & Capabilities, AB InBev
. Strongly disagree
rejo -
7% “ The #1 transformation success factor is clear
vision and purpose from the Exec acting as a
. rallying cry for how transformation will support
4% the wider organisation...without engagement
@ @ @ of the total team around this vision, the
program will fall apart./fail ’ ’
Early Stage Developing Advanced
World Federation dentsu
of Advertisers

SCHEMA



Transformation leaders are far more likely to view Marketing Leadership,

People

as an investment and proven driver of growth & cuture (41

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’

. Strongly agree

Agree
Disagree
Paul Bennett
. Strongly disagree 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. ’ ,

7%

Early Stage Developing Advanced
World Federation dentsu
of Advertisers SCHEMA



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

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?

4%

. Significantly/Completely

Moderately
= | 7 s, Zena Srivatsa Arnold
' | SRRy Chief Digital & Marketing Officer, Kimberly-Clark

. Not at all “
: Organisations need a greater focus on real-time
marketing skills and behaviours - more ‘hands on

@ @ @ the keyboards’ when it comes to delivery. ’ ,

Early Stage Developing Advanced

World Federation dentsu
of Advertisers SCHEMA




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

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?

. Strongly agree

. Strongly disagree

@ @ ®

Early Stage Developing Advanced

World Federation dentsu
of Advertisers SCHEMA



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

& Culture (#3)

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

22020 m2023 1 Gap2023vs 2020

47% 47%

Digital Media Customer & Customer Customer Data Product e-Commerce New Product  Sales Channel Pricing
Marketing Management Market Insight Experience Strategy Marketing Development Planning
(research & Management
analytics)

World Federation dentsu
of Advertisers SCHEMA



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

(#1)

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 ,,

Nomad Foods

4 )
Our current Marketing operating model 0 o A
and structure is inhibiting our ability 92% 63 /0 50 /O
to succeed in the digital economy* p Faiystage Developing Advanced

G J

World Fe(_jeration *The chart shows % who selected ‘agree’ and ‘Completely Agree’ dentsu
of Advertisers SCHEMA



Organisational

Integrate Digital and Marketing transformation into a single program |l

(#2)

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. ,,

( ™
Digital transformation and Marketing o / o 0
transformation are the same thing in 54% 47 % 79%

our organisation * . Early stage Developing Advanced
\. Y,
@ World Fe(_jeration *The chart shows % who selected ‘agree’ and ‘Completely Agree’ dentsu
of Advertisers

SCHEMA



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

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’

m Strongly agree

mAgree

Disagree Patricia Corsi

Global Chief Marketing & Digital Officer, Bayer
18% m Strongly disagree 9 9 y

58%

41% “ 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) ’ ,

@ @

Early Stage Developing Advanced

World Federation dentsu
of Advertisers SCHEMA



Deploy a managed approach to test and learn

- Critical to accelerate proofs of concept and eradicate repeating of errors

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’

9%
4%
S————— . Strongly agree
Agree
: Disagree
. Strongly disagree
S -
[ 6%
8%
Early Stage Developing Advanced

World Federation
of Advertisers

Organisational

Structure & WoW
(#4)

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. ,’

“ 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. ’ ,

Steve Axe
Chief Marketing Officer, Nomad Foods

dentsu
SCHEMA



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

Richard Kanolik

Head of Programmatic, Vodafone

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

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

vodafone

Early-stage mDeveloping ®Advanced

92%

83% 83%| 82%
5y, T6%s59, 76%
67%/67"

589 8%

639

& 6(\
World F%:Gée\\ration dentsu
of Adveftisers SCHEMA



° ° . Organisational
Be crystal clear about the ultimate purpose of in-housing structure & WoW

(#4)

Juan Manuel Hoyos

Global Marketing Divisional General Manager
Brand and Engagement, Nissan

“ 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. ”
Q. What are your primary reasons for your

in-housing?

B Early-stage B Developing M Advanced

( )
83%

83%

80%

75%

73%
67%

S0% 50%

data asset capability

\ ) dentsu
of Advertisers SCHEMA

Improve Increase control Better quality | Take ownership of Cost saving Grow internal  Improve flexibility
. speed/agilit over process outputs
@ World Federation P S P P




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

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

BACARD LIMITED

- Strongly agree

Toby Whitmoyer
Global Marketing & Innovation Officer, Bacardi

Strongly disagree
. “ Although humans collaborate naturally, corporate

structure is not set up for collaboration — this
needs to be actively addressed to create the

8% conditions for transformation success. , ,
Early Stage Developing Advanced

World Federation dentsu
of Advertisers SCHEMA



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

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?

. Significantly/Completely

. Moderately

@ @ ©

Early Stage Developing Advanced

World Federation dentsu
of Advertisers SCHEMA




Structure & WoW
(#6)

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

Jodi Harris

Global Vice President,
Marketing Culture & Capabilities, AB InBev

“ 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. ’,

4 )
The organisation is pragmatic about . 5
the length of time the required change 46%  71% 82%
will take to implement and complete* | Faily ctage Developing Advanced
\_ J
World Federation *The chart shows % who selected ‘agree’ and ‘Complete ree’ dentsu
@Of Advertisers The chart sh % who selected ‘ag d ‘Completely Ag SCHEMA



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

(#7)

é¢ “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” 22 P

Paul Bennett
Global Brand Director, AXA

-
We have a clear and concise roadmap
that lays out precisely what needs to 25% " 71 % 8 2 %
happen’ Whenl how and who is Early stage Developing Advanced
responsible for doing it* .
\_

World Feqeration *The chart shows % who selected ‘agree’ and ‘Completely Agree’ dentsu
of Advertisers SCHEMA



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

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’

6%

4%

. Strongly agree

: Agree

B Disagree Juan Manuel Hoyos

) Global Marketing Divisional General Manager
. Strongly disagree  Brand and Engagement, Nissan

8% “ 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. , ,
Early Stage Developing Advanced

World Federation dentsu
of Advertisers SCHEMA



Develop a data strategy and analysis capability to turn data into action &5
- treat data as a strategic asset and invest in appropriate insight processes

(#2)

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

. Strongly agree

. Strongly disagree

4%

Early Stage Developing Advanced

World Federation dentsu
of Advertisers SCHEMA



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?
B Early-stage M Developing B Advanced

0,
92% 88%

75%

71%

S7%

83%
79%
67%
50% 50%
42% 42% 42% 42%
36% 38% 36% 330, 36%
21% 21% 2%

14%
8% 8% 8%
Leadership Having theright Overcoming Resourcingthe Overcoming Budget Payback period Fear of Lacking the

alignment skills traditional transformation legacy commitment business right
attitudes and processes disruption technology

beliefs

World Federation dentsu
of Advertisers SCHEMA



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

There must be a compelling reason for

PRESSURE FOR CHANGE changing that is recognised at the very top

N\
ALIGNMENT OF PRIORITIES All stakehqlder.s must share a common view
of the destination and how best to get there
The organisation must have capacity to run the transformation;\
RESOURCE TO CHANGE that is people with the necessary skills, the time to devote to
the program and the motivation to see it through
N\

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

World Federation W™ dentsu
of Advertisers J SCHEMA

ACTIONABLE FIRST STEPS




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

World Federation
of Advertisers

Dentsu SCHEMA’s 40-step model is _ ) .
proven to help maximise the chance of Desmn_& Structure — to demand and capacity
. : constraints, skill requiremen
successful transformation. geographi oss lin
d and addresse!

The recommendations inciuded in this pian are not binding ) ecognise
and members are free to depart From them design. Efficiency gains can be re-investe

LEADERSHIP:

It et start at the top with a clear definition of why, an aligned vigion
for the future and how to get there and a clear set of priorities across the
business to encourages the right behaviours. Understanding how to win the
hearts and minds 0 that people want to change rather than have to change.

pefine the Roadmap — developing a prioritised
roadmap for what needs to be delivered where, by
whom and when and settingup 2 PMO to deliver
using an agile delivery approach.

The organisation structure and ways of working
must be designed o embed digital capability in

Dlescribe and repognise the pressure for change — all aq_;pec.'tsoﬂhemanmﬁngoperaﬁon to realise Process re-engineering — identifying the key
without leadership recod ising a burning platform, at best : maxirmum be‘t;lefﬂ- @hﬂnue:;hﬁ’f make sense for business processes that have been impacted by
the change will be seen tactical improvermnent customers, the businessa the employees will the new operating model and redesign with new

likely it will falter as pric cross-functional, ways of working.

High performing Team pevelopment — this
starts at the outset of the transformation program and

PEOPLE

Align leadership behind a common vision & purpose -

_ otherwise each leader will interpret the change in the It s essenial for the pusiness to have the continues throughout. The approach needs to ensure the

way that suits their own pur pase, invest in thair own area right skillsets in the right places anda whole team shares the COMMOoN PUrpose, jointly agrees what
: culture that wins the hearts &minds of staff needs to be done and commits to each other to deliver and

and dismiss changes that don’t benefit their area. and empowers them halds each other to account. Considetation of the cufture 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. |t starts with Leaders understanding and
accepting their role in enabling change

Understand the current state — @
organisation is performing today aga

the basis and prioritising the chan
must be made across people, process, policy, da
tech y.

Concept — 3 managed approach to learning
< pvertapping pilots and/or gaps in what is teste
tures the sharing and adoption of learning.
OPERATIONAL EFFICIENCY

Turning well-designed plans in 8 tangible reality

Review the marketing operating meodel — create
the optimurm operating model to deliver the vision, avoid requires a practical approach 0 operations,
being constrained by existing teams and responsibilities and without which organisations can end up with
further complicating existing complex matrix structures, and short-lived initiatives, outsized pieces of
you are far more likely to ﬁucceed. technology and fittle commercial benefit.

the enablers — Defining, selecting and
implementing the enablers (e.0-» technology) should
be based on supporting the new business requirements
and operating model, once proven.

dentsu
SCHEMA



Nick Broomfield Andy Green
Executive Director & Global Client COO & Global Client Lead,
Lead, Dentsu SCHEMA Dentsu SCHEMA
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