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Executive Summary

Executive Summary

In 2026, the difference between good and great marketing
organizations won'’t come down to creativity or budget alone; it
will come down to the speed and quality of feedback loops.

Most organizations still measure “where demand comes from” using last
click or platform attribution. These systems measure credit, not
causality. They show who gets the applause, not what created the
outcome.

If you want to generate more demand, you need to understand what
caused the demand. That requires moving up the maturity curve toward
methods that explicitly estimate incrementality, separate correlation
from causation, and connect marketing activity to business outcomes.

Marketing mix modeling (MMM) is part of that answer, but only when it is
embedded in a functioning operating system: credible data, clear
decision rights, and an agreed cadence for action. This paper argues that
measurement readiness is a capability built across five layers:

¢ Outcome definition: Know what you're trying to grow and what trade-
offs you're willing to make.

¢ Data foundations: Inputs must be reliable, auditable, and traceable.

¢ Model credibility: Use validated methods, transparent assumptions,
and run regular sensitivity checks.

¢ Governance and decisioning: Make decisions with speed and clarity.
Know who owns what.

¢ Adoption and change: Measurement must become your default
language, not an annual ritual.

The practical recommendation: treat 2026 as the year you move from
measurement as reporting to measurement as a decision engine. That
means:

* Building lean governance with high accountability

* Refreshing models in line with planning cycles

* Validating measurement as seriously as financial reporting

* Climbing the optimization ladder deliberately over 12-18 months



Foreword

Marketing is increasingly expected to behave like an investment
portfolio, not an expense line. That expectation is reasonable. What
is not reasonable is holding CMO:s to that standard while the
organization still measures marketing like it is 2016.

Because the world has moved on. The economy is tighter, scrutiny is higher,
and tolerance for “trust me” has collapsed. Boards want profit, CFOs want
proof, and CEOs want confidence that growth is not just a good story with
a big media bill attached. At the same time, global advertising is still
enormous and still growing. WPP Media projects global ad revenue of about
$1.14T in 2025 (excluding US political), with further growth in 2026
(wppmedia.com). Dentsu similarly forecasts global ad spend surpassing
$1T in 2026 (dentsu.com). In other words: the stakes are not falling, they are
rising. You are being asked to spend into uncertainty, then defend the
outcome like it was inevitable.

Meanwhile, the modern landscape has become structurally more complex.
Channels have fragmented. Formats mutate faster than planning cycles.
Retail media is now big enough to reshape how brands think about reach
and conversion. Privacy constraints and walled gardens reduce what you
can observe directly, while platforms have every incentive to grade their
own homework. The result is a familiar experience for many CMOs: you are
drowning in dashboards, yet starving for truth.

This is where creativity becomes non-optional, but also no longer
commercially exempt. Great creative is still the most powerful force in
marketing, but it now has to survive contact with finance. It has to prove
incremental outcomes, not just attention, not just engagement, not just a
nice case study. In 2026, “brand” cannot be a protected species. If you
want to invest in creativity at scale, you need measurement that can defend
it at the board table, and optimize it without killing what makes it work.

So the question for 2026 is not whether measurement matters. The
question is whether your organization is structurally capable of learning,
deciding, and reallocating fast enough to win.



Most organizations are not failing because they lack intelligence
or ambition. They are failing because their feedback loop is too
slow, political, or fragile to carry real capital allocation decisions.

That is why measurement readiness is not a tool purchase. It is a system.
It includes data reliability, decision cadence, clear ownership, credible
modeling, and the discipline to act on the outputs.

And crucially, it changes the kind of questions a CMO can ask, and
answer, with confidence. In a measurement ready organization, the CMO
does not ask: “What performed?” They ask:

What actually caused incremental growth, and what took credit for it?
Where are diminishing returns already biting, even though the dashboards
still look “healthy”?

Which channels are demand generation versus demand capture, and are
we funding them accordingly?

If Imoved 10% of budget next week, how quickly could we validate the
impact, and who would own the decision?

Those questions are not academic. They are strategic. They determine
whether marketing is trusted as a growth engine or tolerated as a cost
center. They determine whether the organization can invest in creativity
with conviction, or whether it will retreat into short-term optimization
because it feels safer.

This white paper is designed as both thought leadership and a practical
guide. It is written for CMOs who need to drive outcomes, manage risk,
and maintain organizational credibility with CEOs, CFOs, and boards.

It is intentionally opinionated about one thing: in 2026, measurement is
not areporting layer. It is the operating system that determines how fast
you can learn, and therefore how fast you can grow.

What you will get from this paper

* A clear definition of measurement readiness for 2026.

* A maturity model that explains why many teams get stuck.

* Alean operating model for governance and decision-making.

* A practical data foundation guide.

* A grounded view of MMM types and implementation options.

* A validation framework, including checking priors in Bayesian models.
* A staged optimization plan over 18 months.
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Measurement maturity is often misjudged

Measurement maturity
is often misjudged

Marketing has changed faster than measurement.

Channel fragmentation, privacy shifts, and changing platform incentives
have made it easier than ever to spend money, but harder than ever to
learn from it. At the same time, executive pressure is rising: boards want
clearer links to profit, and CFOs are rightfully skeptical of metrics and
measurement tools that can’t withstand scrutiny.

Despite this, many organizations still operate with outdated assumptions
about measurement:

* Attribution equals causality: if a conversion is observed after an ad,
the ad caused it.

* Platforms are neutral reporters: the entity selling media is treated as
a trusted measurement authority.

* Marketing is stable: the mix does not change fast enough to require
frequent model refresh.

In 2026, these assumptions no longer hold.

Privacy constraints reduce user-level observability. Platforms optimize
for their own business objectives. Creative and inventory changes
happen weekly. And consumer demand is influenced by a complex web
of macro trends, competition, distribution, price, etc not just media
exposure. The result is a measurement credibility gap. CMOs often feel it
as a political problem, but it is usually an operating system problem.

Measurement readiness means you can answer a CFO’s questions
without evasion:

* What is the incremental return of marketing at the margin?

* What is the optimal spend level, given diminishing returns?

* What is the contribution of brand investment versus activation?
* What should we stop doing?

WHY MEASUREMENT NEEDS TO CHANGE



Measurement maturity is often misjudged

The Evolution of the Privacy Landscape

Marketing measurement has fundamentally changed.
As privacy and platform restrictions reduce access to user
level data, traditional attribution is no longer enough.

This timeline shows why privacy-safe, causal measurement . 2020

is now critical for confident decision-making. ' . .
+ Google announces intention to

phase out third-party cookies

+ Google releases GA4

. 2011 + Apple announces App Tracking
. 2016 i Transparency (ATT)
. EU ePrivacy Directive H .
(“Cookie Law”) - gives : GDPR passed (EV) i Safari fully blocks third-party
i individuals the right to . : cookies by default
i refuse cookies. Introduces . Apple announces Intelligent .
1 consent banners : Tracking Prevention (ITP) : CCPA comes into effect
® * c c
2013 2018

Safari and Mozilla begin GDPR comes into effect
restricting third-party cookies

CCPA enacted (California)

Facebook releases first-party
cookie pixel
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2024
2026 (Upcoming)

Google announces third-
party cookies will NOT be
deprecated in Chrome

. 2021
: Automated decision-
making transparency
obligations (AU)

i Google announces sunset
i of Universal Analytics

Australian Government
commits to Privacy Act
reform

Google Ads and GA move

: . . Children’s Online Privacy
i to first-party cookies

Code development

2025

Australian Privacy Act
reforms begin taking effect

Google postpones third-party
cookie deprecation to H2 2024

Checklist for CMOs - The 2026 measurement problem

Questions to ask

* Where do our current numbers come from, and who benefits if they are
believed?

* Which decisions are we making based on measurement that we do not trust?

* Where are we blind today (privacy, walled gardens, offline, retail, call centers)?

* How often should we learn to match planning: weekly, monthly, or quarterly?

Responses that indicate success

* The team can name the biggest blind spots, quantify impact, and outline a plan.
* You have an agreed measurement agenda tied to specific decisions, not a
generic desire for “better reporting”.

WHY MEASUREMENT NEEDS TO CHANGE



The Measurement Maturity Index

2

The Measurement
Maturity Index

Many organizations believe they are further along the measurement
journey than they actually are.

This isn’t due to a lack of intelligence or intent, it's because ‘measurement
maturity’ is often mistaken for ‘measurement activity’.

Dashboards are live. Reports are frequent. Agencies provide regular
updates. Platforms display polished curves and attribution breakdowns
that feel precise and trustworthy.

But these signals of activity can exist even when the organization still lacks
the ability to answer the most important questions facing a modern CMO.

A useful way to think about measurement maturity is not in terms of tools,
but in terms of data control, modeling independence, and decision
consequence. At each stage of maturity, the organization can ask a
different class of question. Just as importantly, it can act on the answers
with a different level of confidence.

Level 2

Multi-Touch
[ I Attribution &
eve Unified Dashboards

Stitches digital journeys
together but ignores
offline effects and
mistakes correlation for
causality.

Platform Reported
Performance

The default state; data
is easy to access but
structurally conflicted
and lacks independent
accuracy.




Pillar I:
Why Measurement Needs
to Change



This shift from activity to capability
is subtle but transformational.

Level 4

Market Mix
Modeling (MMM)

Level 3 A strategic shift to
aggregate modeling;

accounts for macro
variables but can be

Experimentation &
Incrementality
Testing

Tests causality in
controlled settings to
find "pockets of truth,”
though results can be
narrow.

slow to operationalize.

The Measurement Maturity Index

Level 5

Measurement
Ready Organization

The peak of maturity;
measurement is an
independent,
automated, and
governed internal
capability.
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The Measurement Maturity Index

Level 1: Platform Reported Performance

Data is supplied to the organization.

At the base of the maturity curve sits platform-reported performance. This is the
default state for many organizations, including large and sophisticated ones.

The core data sources here are the platforms themselves: Google, Meta, Amazon,
TikTok, retail media networks, publishers, and ad servers. That data is often
augmented by agency reporting layers that consolidate spend, impressions,
clicks, and conversions into a single view.

This data is easy to access and fast to update. It is also structurally conflicted.
Definitions are set externally. Attribution logic is opaque or inconsistent.
Incrementality is assumed, not tested. Every platform has a strong incentive to
maximize credit, not accuracy.

Likely signals at this level

* Very high reported ROAS in lower funnel channels, even when total sales are flat.

* Conversion numbers that shift when attribution windows or platform settings change.

* “Best performing” campaigns that appear to succeed without any visible change in
business outcomes.

* Strong alignment between what platforms recommend and what they credit.

State of Play

Optimization focuses on within-channel efficiency. Budget decisions are incremental
and conservative. Brand investment is difficult to defend because outcomes are
framed in proxy metrics. Under pressure, spend tends to concentrate in demand
capture because it feels measurable, even if it is not the true driver of growth.

This is not “bad” measurement. It is simply not strategic measurement. It answers
operational questions, not capital allocation questions.
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Level 2: Multi Touch Attribution & Unified Dashboards

Data is stitched, not yet decision-grade

The next step up the ladder introduces customer-level stitching. Clickstream
data, CRMrecords, app events, and web analytics are joined together to produce
multi touch attribution models and unified dashboards.

The data sources expand meaningfully here. First-party data becomes more
central. Identity graphs are built. Event taxonomies are defined. Attribution
models are configured, whether rules-based or algorithmic.

This stage often feels like a breakthrough because the organization gains a single
view of performance. Journeys can be visualized. Channels can be compared.
Campaigns can be ranked.

But the limitations are subtle and structural. Attribution still relies on observed
interactions only. Anything that does not leave a digital trace is invisible. Offline
media, brand effects, pricing, distribution, seasonality, and macroeconomic
forces are either excluded or approximated. Causality is inferred, not measured.

Likely signals at this level

* The channel “winning” attribution changes as identity resolution or cookies change.

* Upper funnel channels appear weak because they do not get clicked, even when they
move branded search or direct traffic.

* Sudden jumps in performance after tagging changes, not after strategy changes.

* Arguments that center on “the journey says” rather than “the business moved.”

State of Play

More sophisticated optimization within a constrained frame. Channel mix debates
intensify. Performance teams gain influence. Creative and brand teams can feel
misunderstood because their impact is systematically underrepresented. This stage
can also create false confidence: dashboards look rigorous, but the organization still
cannot reliably answer what caused growth versus what captured it.

WHY MEASUREMENT NEEDS TO CHANGE
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Level 3: Experimentation and Incrementality Testing

Data is tested, but locally

At this level, organizations begin to explicitly test causality. Geo tests, holdouts,
lift studies, and incrementality experiments are introduced.

The data foundation now includes experimental design, control groups, and
statistical inference. Internal data science capability often emerges here, or
specialist vendors are brought in.

This is an important step forward. For the first time, the organization can say with
some confidence whether a specific intervention caused incremental impact in a
defined context.

However, experimentation is inherently local. Tests are expensive, slow to run, and
difficult to scale across all channels, creatives, and geographies. Results are
narrow in scope and hard to generalize. Tests can also collide with commercial
reality, because holding out spend is politically and operationally difficult.

Likely signals at this level

* Lift studies that disagree with attribution, creating internal conflict.

* Experiments that show smaller incremental impact than platforms report.

* Strong results failing to replicate when re-run due to seasonality or market context.
* “Test fatigue” and a growing backlog of unanswered questions.

State of Play

Optimization focuses on within-channel efficiency. Budget decisions are pockets of
truth surrounded by uncertainty. Experiments validate or invalidate specific tactics,
but they rarely form a continuous operating system for budget allocation. Learnings
accumulate slowly. Decisions remain episodic rather than systematic.
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Level 4: Market Mix Modeling

Data is modeled, but often dependent

Market mix modeling represents a structural shift. Instead of observing individual

journeys, the organization models aggregated outcomes over time. Sales, media,

pricing, promotions, distribution, and macro variables are brought together into a
single causal framework.

The data foundation expands dramatically. This is where data engineering
becomes commercially relevant. Media must be consistently tagged. Sales data
must be stable and reconciled. External variables must be sourced, aligned, and
maintained. Governance becomes non-optional.

At this stage, the organization can answer questions that attribution and
experiments struggle to answer. What drives baseline demand. Where diminishing
returns set in. How channels interact. How long effects persist. What the
opportunity cost of budget shifts actually is.

But maturity within MMM varies widely. Many implementations remain dependent
on heavy assumptions, annual refresh cycles, or opaque consulting workflows.
Models are produced, but not operationalized. Insights arrive too slowly to shape
real decisions.

Likely signals at this level

* Models delivered as quarterly or annual decks, with limited ability to interrogate
assumptions.

* Stakeholder trust issues: “the model says” but the organization cannot see why.

* Results that are directionally sensible but too slow to influence in-flight planning.

* A growing gap between fast-changing media and slow measurement updates.

State of Play

Improved strategic understanding, but limited agility. MMM becomes respected, but
not always trusted to drive monthly reallocations or defend creativity in real time.

WHY MEASUREMENT NEEDS TO CHANGE
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Level 5: Measurement Ready Organization

Data is independent, governed, and decision-grade
At the top of the maturity index sits the measurement ready organization.

Here, data is not simply collected or modeled. It is owned. Definitions are stable.
Pipelines are automated. External variables are curated deliberately. Modeling
frameworks are transparent and continuously validated. This is not about
perfection. It is about independence.

At this level, marketing measurement is no longer downstream of platforms or
agencies. It is a core organizational capability. Models are refreshed frequently.
Scenarios can be run safely. Creative, brand, and performance are evaluated
within the same economic frame.

Likely signals at this level

* Consistent, reconciled definitions of sales, conversions, and spend across teams.
* The ability to explain results and uncertainty, not just present them.

* Budget reallocations are routine and governed, not political and episodic.

* Creative investment becomes easier to defend because it is measured credibly.

State of Play

Speed and confidence. Budgets move faster. Creativity is protected and optimized
rather than challenged defensively. Marketing earns credibility as a capital allocator,
not merely areporting function.
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Attribution is only the tip of the iceberg

Attribution assumes a neat path from ad to purchase but real-world marketing is messier.
It overlooks key drivers like brand, offline media, pricing, and market conditions, leaving
much of the true impact invisible.

WHY MEASUREMENT NEEDS TO CHANGE

CRM Observed Interactions only
Web & App Stitched Identify & “The Journey” vs “The Business”
Analytics Defined Journey L

Causality is inferred, not proven
Ad Impressions What you see .
& Clicks with Attribution Structural Blind spots

What you miss

Offline Media

Anything that doesn't have

Digital Ti
Pricing & Promotions CIRIELE L

Market & Busi Fact
Holidays & Event Effects arke usiness ractors

Behavioral Consumer &

Economic Factors Marketing Dynamics

Seasonality

Distribution

MMM Sales Decomposition

Unlike attribution, MMM is built to separate signal from noise. Instead of tracking clicks or
exposures, it decomposes sales to reveal which drivers truly delivered incremental impact.

Promotions

Externals (Macro economics

Baseline sales (Brand Equity)
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Checklist for CMOs:
Measurement Maturity and Data Foundations

Use the checklist below to diagnose where the organization truly sits, and what needs to
be true to move up one rung.

Level 1: Platform Reported Performance

Questions to ask

* Where does performance reporting come from, and who controls definitions?
* How do platform-attributed conversions differ from reconciled sales?
* When attribution settings change, do results change materially?

Signs of success

* The organization sees platform reporting as directional, not decision-grade.

* There is areconciled “north star” sales metric used across finance and
marketing.

* Known biases in platform reporting are explicitly documented.

Level 2: Multi Touch Attribution and Unified Dashboards

Questions to ask

* Is identity resolution stable enough to compare performance month to month?
¢ What does the system fail to observe (offline, brand, pricing, distribution)?
* How often do tracking changes rewrite historical performance?

Signs of success

e Event taxonomies are controlled internally and consistently enforced.
* The organization can describe known blind spots without defensiveness.
* Dashboards support diagnostics, not just channel scoreboards.
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3) Experimentation and Incrementality

Questions to ask

* Which channels and tactics have proven incrementality, not assumed it?
* Are experiments designed to inform budgets or just produce learning theater?
* Is there a clear policy for when results are trusted and scaled?

Signs of success

* Experiments are prioritized based on potential dollar impact.
* Results are repeatable, with documented confidence intervals and limitations.
* Teams can act on outcomes without political escalation.

4) Market Mix Modeling

Questions to ask

* How often is MMM updated, and is it fast enough to influence planning?

* Does the organization understand the model’s assumptions and uncertainty?

* Are inputs like spend, impressions, price, and distribution consistently
maintained?

Signs of success

* MMM outputs connect to decisions and scenario planning, not static reporting.
* Data pipelines for MMM inputs are automated and audited.
* The organization can interrogate model drivers, not just consume the headline.

5) Measurement Ready Organization

Questions to ask

* Is measurement trusted enough that it changes budget allocation regularly?
* Is there a governance cadence for decisions, not just reporting cadence?
* Can the organization quantify uncertainty and still make confident decisions?

Signs of success

* Measurement is treated as a central operating system for driving sustainable
growth, not just an analytics add-on.

* Marketing and finance share definitions and escalation paths.

* Reallocation is normalized, documented, and owned.

14
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Why the Ladder Matters

Each step up the measurement maturity index requires more rigorous data
foundations. More ownership. More discipline. More cross functional alignment.

But the reward is not better reporting. It is better decisions.

In 2026, the organizations that win will not be the ones with the most dashboards.
They will be the ones whose measurement systems allow them to learn faster than
competitors, reallocate with confidence, and defend investment in growth even
when conditions are tight.

A subtle reality: moving up the ladder is
hard unless the system makes it easy

One reason many organizations get stuck at Level 2 or Level 3 is that each rung
historically added friction. More tags. More vendors. More bespoke analysis. More
time between question and answer. More dependency on a small group of experts.

This is where modern MMM platforms change the economics. When data ingestion,
transformation, governance, modeling, and scenario planning are integrated into a
single workflow, measurement maturity becomes easier to operationalize. The jump
from “annual model” to “decision-grade operating cadence” stops being a consulting
project and starts becoming a capability.

This is also the point where MMM stops being a back office analytics exercise and
becomes what it was always supposed to be: a practical system for making better
capital allocation decisions, repeatedly, at speed.
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Why Measurement, and Why MMM?

There is a comforting lie that floats around senior marketing
conversations.

It usually sounds like this: the principles are what matter. Great marketers
know the fundamentals. If the fundamentals are right, measurement is just
a nice-to-have layer of validation. At best, it confirms good instincts. At
worst, it becomes a distraction that slows decision-making and pushes
teams toward spreadsheet optimization.

It is a seductive argument because it flatters experience. It implies that
judgment alone is enough to steer multi-million dollar budgets in an
environment of rising complexity and scrutiny.

It is also wrong, and it is wrong for a very specific reason.

Principles do not allocate capital.

Principles can tell an organization what it should value. They cannot
reliably tell it what is working, what is wasting money, what is about to
saturate, or which part of the system is quietly carrying the business
while everything else takes credit. Principles do not tell a CMO where the
next dollar should go, next week, in this market, under these constraints,
with this creative, with this product, at this price, through this
distribution footprint, against these competitors.

That is what measurement is for. Not to replace judgment, but to make
judgment investable.

WHY MEASUREMENT NEEDS TO CHANGE



17 Why Measurement, and Why MMM?

Why measuring channels actually matters

A lot of organizations claim they already “measure channels”. What they
mean is they have reporting. Spend, CPMs, clicks, conversions, ROAS,
CPA. The dashboards are neat. The weekly WIPs are confident. The
narrative is clean.

But marketing is not a set of independent pipes where money goes in and
outcomes come out. It is a coupled system. Channels interact. Creative
interacts with channel. Brand interacts with performance. Distribution
and pricing interact with everything. Competitor activity moves the
baseline underneath the entire plan.

Without measurement that is capable of isolating the incremental
contribution of each channel, the organization ends up doing something
that looks like optimization but is actually just preference dressed up as
analytics.

This is where “principles are enough” collapses. Principles cannot resolve
trade-offs between channels. They cannot quantify diminishing returns.
They cannot arbitrate between two teams that both have plausible
stories about why they deserve more budget. And they cannot protect
long-term growth investment when the CFO asks why the business is
spending into uncertainty.

Measuring channels matters because it is the only way to move from a
marketing plan built on belief to a marketing plan built on evidence.

Belief (Principles) Evidence

Synergies and
adstock effects

Channel 1 Channel 2 Channel 3 Channel 1 Channel 2 Channel 3

Principles are useful, but only evidence can arbitrate between competing
channels and short-term vs long-term priorities
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Measurement unlocks strategic clarity

The real value of measurement is not the reporting layer. It is the clarity it
creates about how growth actually happens.

Most organizations have a story about growth that is directionally true
but operationally useless. “We need to build brand.” “We need to drive
conversion.” “We need to be always-on.” “We need full funnel.” These
statements are not wrong. They are incomplete.

Measurement, done properly, replaces vague growth narratives with
explicit, testable mechanics:

How much demand exists before marketing touchesit.

What creates new demand versus what harvests existing demand.

What changes the baseline versus what shifts timing.

What is suffering diminishing returns right now.

Which channels are resilient in volatile conditions and which are
fragile.

What portion of growth is explainable, repeatable, and therefore
investable.

This is why measurement should strategically matter to the CMO. Not
because it produces charts, but because it produces a shared language
for deciding. It turns marketing from a debate into an allocation problem.

And allocation problems are where CMOs either gain credibility or lose it.

18
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The principled case: measurement drives
better creative, media, and financial thinking

Measurement is often framed as a constraint. In reality, it is an unlock.

It drives better creative thinking

Creativity is marketing’s highest leverage input, yet it often suffers from
under-investment or lack of accountability. Credible measurement solves
this by treating creative as an investable asset. When data proves that
creative quality improves media efficiency, the conversation shifts from
creative versus performance to creative as a multiplier.

It drives better media thinking

Without measurement, media planning is just a negotiation between
agencies. Measurement transforms media into a portfolio evaluated by
incremental contribution rather than basic attribution. This allows the
organization to see which investments drive new growth and which merely
capture existing demand, moving the focus from optimization to strategy.

It drives better financial thinking

Finance distrusts unmeasured risk rather than marketing itself.
Measurement allows a CMO to govern marketing like capital by
articulating expected returns and payback horizons. This changes the
budget discussion from a question of affordability to a strategic decision
on the best mix of growth investments for the business.
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Why measuring where demand is
generated matters more than
measuring where demand came from

This is the core trap of modern measurement.

Most reporting systems tell an organization where demand came from.
Last click. Platform attribution. Multi-touch paths. Assisted conversions.
That can be useful operationally. But it is not robust enough to govern
budget allocation because it confuses capture with creation.

Demand capture is the act of intercepting existing intent. Search and
retargeting often excel here. Demand generation is the act of creating
new intent, increasing baseline demand, or shifting preference so that
demand exists in the first place. Brand building, broad reach video,
sponsorship, some forms of social, and strong creative often work here.

If measurement cannot distinguish between these two, the organization
will systematically over-invest in capture, under-invest in generation,
and then wonder why growth slows even as “performance” looks great.

This is how marketing budgets become increasingly efficient in the
dashboard while becoming less effective in the business.

It is also why boards become cynical. They see spend rising, they see
numbers in reports, and they still see growth decelerating. The conclusion
becomes that marketing is not working, when the real problem is that the
measurement system is grading the wrong thing.

Demand Generation Demand Capture Robust measurement
must answer two

critical questions:
what created
demand, and what

captured it?

If your measurement
only reflects demand-
capturing channels,
you're overlooking a
major part of how your
marketing is actually
driving growth.

Channel 1 Channel 2 Channel 3 Channel 4

WHY MEASUREMENT NEEDS TO CHANGE
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Why MMM is designed for this problem

This is where Market Mix Modeling enters the story, not as a technical flex, but as a
pragmatic solution to a strategic problem. MMM is fundamentally a way of separating
signal from noise in a complex system.

Rather than attributing individual conversions to individual touchpoints, it asks a more
economically honest question: given everything that was happening in the market, and
everything the organization invested in, what portion of the observed outcome can be
credibly assigned to each driver?

That includes not just media channels, but pricing, promotions, distribution changes,

seasonality, competitor activity, and macro conditions. This is why MMM is able to
measure where demand is generated, not just where it came from.

When properly implemented, MMM can estimate:

The incremental contribution The interaction effects, The diminishing returns

of each channel to sales or where one channel makes that tell a CMO when

conversions. another more effective. spend is saturating.
The baseline demand that exists even with The carryover effects that create future
zero marketing, and what shifts it over time. demand, not just immediate response.

T

In plain terms: MMM is designed to answer the questions that attribution cannot answer,
and to do so in a way that is compatible with how businesses actually operate.



Pillar 2:
What Good Looks Like:
Principles of Modern MMM
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Measurement readiness diagnostic

Before you invest more in tools or vendors, diagnose your
readiness. Most MMM failures are not modeling failures.
They are organizational readiness failures.

Decision readiness

Can the organization move
budget when evidence
changes? If decision-

making is slow or siloed,
insights won’t lead to action.

Data readiness

Are inputs
complete, timely,
and traceable?

Outcome readiness

Are business outcomes
defined consistently and
linked to finance? If marketing
success isn’t linked to revenue
or profit, MMM loses
relevance.




Governance readiness:

Are decision rhythms
clearly established?

Adoption readiness

Will teams trust and
use the system, or
fight it?

Measurement readiness diagnostic

Capability readiness

Do you have owners who
can interpret and
operationalize outputs?
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Common Failure Modes:

Common Failure Modes: Why MMM Programs Break Down

Why MMM Programs Break

MMM Failure modes

1 MMM becomes an annual artifact

2 Data treated as a one-time project

3 Governance becomes heavyweight

4 Incentives conflict with incrementality

5) Assumptions are hidden

6 Optimization outruns validation

What it looks like in practice

Model built once a year, debated, then
parked until the next planning cycle

Every refresh feels like re-integration;
constant debates about inputs

Too many committees, unclear decision
rights, slow approvals

Channel owners defend spend using
platform metrics

Stakeholders discover assumptions late
and lose trust

Big reallocations made before trust is
established



Common Failure Modes: Why MMM Programs Break Down

Why it breaks MMM

Insights arrive after decisions are made;
learning is always late

Fragile pipelines erode confidence and
slow learning

Insights exist but no one can act on them

Model challenges personal KPlIs, creating
resistance

Credibility collapses overnight

One visible failure undermines the entire
program

What good looks like

Models refreshed in line with planning
cadence (quarterly or better)

Data treated as infrastructure with clear
ownership and lineage

Lean governance owner/s with explicit
authority to reallocate budget

Teams measured on incremental
contribution, not claimed credit

Assumptions are explicit, documented,
and challengeable

Validation and confidence-building
precede maijor shifts

26
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Checklist for CMOs: Avoiding Common MMM Failure Modes

Questions to ask

* What is the intended cadence of MMM refresh and decision-making, and does it
match how fast the business actually changes?

* How will data definitions, mappings, and lineage be maintained over time, not
just at launch?

* Who has the authority to act on MMM insights, and what is the escalation path
when teams disagree?

* Are channel owners rewarded for incremental value, or for attribution credit?

* How will modeling assumptions be documented, communicated, and challenged
constructively?

* What validation steps must be completed before large reallocations are made?

Signs of success

* There is a clearly documented operating model that links model refresh to
decision cadence.

* Data contracts exist, ownership is explicit, and changes are controlled rather
than discovered.

* Governance is lean, with clear decision rights and accountability.

* KPIs focus on business outcomes and incremental impact, not vanity metrics.

* Assumptions are transparent, discussed openly & revisited as conditions change.

* Readllocation is paced, validated, and normalized rather than episodic & political.

A practical implication

The organizations that avoid these failure modes tend to share one characteristic. They
do not treat MMM as a standalone analytics exercise. They treat it as an operating system
that integrates data, modeling, governance, and decision-making into a single loop.

Modern platforms that reduce data friction, shorten refresh cycles, and surface
assumptions explicitly make this materially easier. They lower the cost of staying
measurement ready, which is often the difference between MMM being adopted in theory
and used in practice.

Because in the end, MMM does not fail when the math is imperfect. It fails when the
organization cannot keep up with the reality it is trying to measure.



Operating model and org design for successful MMM

6

Operating model & org design
for successful MMM

When MMM works well, it is surprisingly calm.

There is no drama around numbers. Fewer debates about whose
dashboard is “right”. Less escalation when budgets move. Measurement
becomes part of how the organization runs, not something that needs to
be defended each time it is used.

That outcome is not accidental. It is the result of an operating model that
is deliberately designed to make good decisions easy and repeatable.

A measurement-ready organization does three things, consistently and
at low cost:

1. It ingests and validates data on a predictable cadence

2. It produces outputs that are credible, explainable, and trusted

3. It converts those outputs into budget and strategy decisions with
clear accountability

The goal is not sophistication for its own sake. The goal is a simple loop
that works every month, even when conditions change.

The CMO mindset shift: from projects to a rhythm

The biggest unlock for most CMOs is to stop thinking about MMM
as a project and start thinking about it as a rhythm.

When measurement runs on a fixed cadence, it stops competing
for attention. It becomes a background capability that leadership
can rely on, much like financial reporting or supply planning.

That is what keeps cost of ownership low. The work is routine,
automated where possible, and owned by named individuals
rather than rotating committees.

WHAT GOOD LOOKS LIKE
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Three design principles that make
MMM easy to run

Design principle 1: Independent measurement, partnered with finance

The most successful MMM programs separate day-to-day channel
execution from stewardship of measurement truth.

This is not about mistrust. It is about clarity. Channel leads are
responsible for performance and delivery. Measurement owners are
responsible for consistency, explainability, and decision readiness.
Finance anchors the system to commercial reality.

When these roles are explicit, MMM stops feeling threatening. It becomes
a shared input rather than a verdict on any one team.

How to implement this

* Nominate a single Measurement Owner with clear
accountability

* Pair them formally with a Finance Partner

* Make it explicit that MMM is the reference point for cross-
channel decisions, not for judging individual effort

Design principle 2: Lean governance, predictable forums

Good governance does not mean more meetings. It means fewer
meetings that always happen.

The most effective MMM operating models use just two standing forums:
one to keep data reliable, and one to make decisions. Everything else
flows from those.

This predictability builds trust. Teams know when decisions will be made,
what inputs matter, and how disagreements will be resolved.

Design principle 3: Clear decision rights, small frequent moves

MMM works best when it informs a series of small, regular reallocations
rather than big, infrequent bets.

That requires explicit decision rights. Someone needs to be empowered
to say yes, no, or not yet. When that clarity exists, MMM becomes
practical rather than theoretical.
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From Chaos to Cadence:

What a good operating model enables

When measurement becomes a rhythm rather than a project, it stops being threatening.

It becomes part of how the organization runs: calmly, confidently, and continuously.

Without an Operating Model

Sporadic data pulls

Ad-hoc reporting

Optimization feels risky and political

Confusion over who's accountable

Long delays between insight and action

With a Measurement Operating Model

Predictable, scheduled data refreshes

Standardized outputs aligned to decisions

Change is incremental, transparent,
and repeatable

Clear accountability across teams

Faster reallocation based on evidence

30
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Operating model and org design for successful MMM

A simple org structure that
scales without friction

This structure is intentionally minimal. In most organizations,
it does not require new hires. It simply clarifies
accountability across roles that already exist.

Measurement Owner

Role

A senior leader accountable
for making measurement
usable. Often titled Head of
Measurement, Marketing
Science Lead, or Growth
Analytics Lead.

What they do

Own the MMM refresh and
decision cadence

Maintain the measurement
framework and KPI
hierarchy

Translate outputs into clear,
decision-ready
recommendations

Ensure assumptions and
uncertainty are visible and
understood

Why this works

One owner prevents
fragmentation

Clear accountability
increases trust and speed

Data Steward

Role

The guardian of data
reliability and continuity.
Often also the same person
as the Measurement Owner.

What they do

Maintain pipelines for
spend, exposure, and
outcomes

Enforce naming conventions
and data contracts (for

example in DataOSs)

Run automated validation
checks before each refresh

Document changes that
could affect interpretation

Why this works

Data issues are surfaced
early, not discovered in
meetings

Refreshes stay fast and low
effort
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Finance Partner

Role

The bridge between
measurement and
investment decisions.

What they do
Align MMM outputs to

commercial definitions

Validate reconciliation and
assumptions

Help frame
recommendations in
financial terms

Support decision-making
with a shared risk language

Why this works

Measurement gains
credibility outside
marketing

Decisions feel safer and
more objective

Channel Leads

Role

Owners of execution and
practical insight.

What they do

Contribute critical
information to taxonomy
mappings

Provide context on plans,
constraints, and upcoming
changes

Pressure-test
recommendations
constructively

Execute agreed
reallocations

Maintain channel hygiene
and tagging discipline

Why this works
MMM insights are grounded
in reality

Execution improves
because decisions are clear

Executive Sponsor

Role

Usually the CMO,
sometimes with the CFO.
What they do

Set the expectation that

MMM informs decisions

Remove blockers and
resolve conflicts

Protect the cadence and
the operating rhythm

Reinforce alignment
between incentives and
meadsurement

Why this works
Adoption becomes the
default, not optional

KPIs and incentives drive
team behaviors

Teams know the system is
supported from the top
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Purpose

Focus

Outcome

Operating model and org design for successful MMM

Biweekly: Data Quality
Check (30 mins)

Ensure the next refresh
will be clean.

Data freshness and
completeness

Any changes that affect
comparability

Any disruptions to API
connectors

Quick fixes and
ownership

A simple readiness
status and change log

Often automated
through MMM vendor
platforms

A practical operating rhythm

Monthly: MMM Decision
Forum (60-90 mins)

Turn insight into action.

A documented set of
decisions and
reallocations

Often leveraging
features inside MMM
platforms (e.g. in
Mutinex, Action Plans)

What actions are
recommended

Confidence and risks

Clear approvals and next
steps

Quarterly: Strategy and
Creative Review (90 mins)

Use measurement to
sharpen strategy, not
just optimize spend.

What is generating
demand vs capturing it

Where creative is acting
as a multiplier

What to double down on
and what to stop

Clear strategic priorities
linked to evidence
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Keeping cost of ownership low

Measurement stays easy when it removes work rather than adding it.
Practical ways to achieve this:

* Define and lock core KPlIs early

* Automate validation and treat data issues like system errors
* Use a decision log to avoid re-litigating past choices

* Favor small, regular reallocations over big resets

* Design the system so it works even when people change roles

Where modern MMM platforms help

What has changed in recent years is not the theory of MMM, but the cost of running it well.
Modern platforms reduce friction by:

* Automating ingestion and validation

* Making assumptions and drivers visible

* Supporting faster refresh and scenario testing
* Embedding decisioning into the workflow

This is what makes MMM feel less like a specialist exercise and more like a standard
operating capability.

When the operating model is simple, measurement becomes a source of confidence. It
helps CMOs move faster, protect investment in growth and creativity, and lead the
organization with clarity rather than caution.

Checklist for CMOs (Org design)

Questions to ask

* Who is the single accountable owner for measurement outcomes and adoption?

* Who owns data quality and refresh reliability, and what is their resourcing?

* Which decisions will be made by channel owners versus by an investment
committee?

* Areincentives aligned so stakeholders benefit from the truth, even when it hurts?

Signs of success

* Named owners exist with explicit responsibilities and time allocation.
* Finance is formally embedded, not consulted ad hoc.
* Channel owners accept that they execute decisions, not adjudicate truth.

WHAT GOOD LOOKS LIKE
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Governance and decision cadence

Governance is the mechanism that turns measurement outputs into
decisions, calmly and consistently.

If Section 6 defines the roles that make MMM workable, Section 7 defines
the rhythm that makes it stick. The aim is not to create more meetings or
to manufacture consensus. The aim is to create a repeatable loop where
evidence is reviewed, decisions are made on time, and the organization
learns faster each month.

When governance is designed well, it feels surprisingly light. The
organization stops arguing about definitions, stops re-litigating old
decisions, and starts compounding learning. That is the real promise of
being measurement ready: a system that makes better decisions easier.

The principle

The goalis not consensus. The goal is a disciplined cadence where
disagreements are resolved through evidence and explicit decision rights.
In practice, that means two things:

0 Two committees maximum. Fewer forums, clearer purpose, faster
outcomes.

a Four lightweight governance artifacts. Not paperwork, guardrails that
keep MMM cheap to run and easy to trust.



Two committees, maximum

Governance and decision cadence

Governance often becomes over-complicated for good reasons: inclusivity, risk

reduction, alignment. But measurement programs do not die from a lack of stakeholders.
They die from alack of decisions. A practical model uses two lean groups. Nothing more

is required to run MMM at executive speed.

Purpose

Decisions
it owns

Members

Cadence

Outputs

A) Measurement Governance
Committee

Maintain measurement integrity so
outputs are trusted.

This committee does not debate
budget. It protects the engine.

* Data definitions and KPI hierarchy
(what counts as “truth”)

* Refresh cadence and data
readiness standards

* Validation standards and
sign-off rules

* Model change control (what
changes, how results remain
comparable over time, what gets
documented)

CMO delegate (chair), Finance
partner, Measurement owner, Data
steward, and vendor lead

(if applicable).

Monthly (80-45 minutes).

A clear “data is green/amber/red”
status for the next refresh, plus a
short change log.

B) Growth Investment Committee

Make allocation and strategy
decisions using measurement as a
decision input.

This is where insight turns into action.

¢ Cross-channel budget reallocation
and guardrails

* Scenario selection for planning
(the mix the business will run)

¢ Test-and-learn roadmap (what
requires validation next)

¢ Risk posture (how aggressively to
act given uncertainty)

CMO (chair), Finance (co-chair or
mandatory attendee), Measurement
owner, Key channel leads.

Monthly / biweekly for organizations
with fast planning cycles.

A documented set of decisions,
owners, and review dates.

36

WHAT GOOD LOOKS LIKE



37 Governance and decision cadence

A simple monthly rhythm

Data ingest and validation — Review —* Model refresh

Decision forum +—— Execution +—— Recommendations

A lightweight cadence keeps MMM current and keeps
decisions close to reality.

. Week 1 : Week 3
: Datais ingested, reconciled, i Growth Investment Committee
¢ and validated. i meets and approves reallocations.
—0 o o o
Week 2 : Week 4
Model refresh and Actions are executed; early
: recommendation pack. i indicators are monitored; any

. data changes are logged.

This approach is deliberately simple. The organization does not need perfect
information to make better decisions. It needs a rhythm that makes learning continuous.
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The four governance “Artifacts” can sound like bureaucracy.

. In reality, these are the small, high-leverage
artifacts that make building blocks that make MMM feel doable,
MMM easy to run actionable, and low-cost to own.

Together, they prevent the most common sources
of friction: definition debates, data drift, trust
arguments, and organizational memory loss.

Measurement charter

Data contracts

Validation scorecard

Decision log

WHAT GOOD LOOKS LIKE
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Measurement charter

Unlocks clarity, speed, alignment.

A measurement charter is a short, practical agreement that defines how
measurement will operate inside the organization.

What it includes (keep it to 1-2 pages):

* Purpose: which decisions measurement is meant to inform

Scope: what is included and excluded

* Decisionrights: who decides what, who is consulted, and escalation paths
* Cadence: how often models refresh and how often decisions are made

* Success definition: what “useful” means in this organization

Why it matters:

The charter removes ambiguity. When disagreements arise, the organization
can refer back to what was agreed rather than reverting to opinion.

Data contract

Unlocks stability, reliability, low cost of ownership.

Data contracts are simple agreements that keep MMM inputs consistent over
time.

What a data contract specifies (often one page per source):

* Definition: what each field means and how it is calculated
Required fields: what must be present for decision-grade use
Owner: who is accountable for accuracy

Refresh expectations: timing and cadence

* Change control: how changes are logged and approved

Why it matters:

Data always changes. Contracts stop “data drift” turning every refresh into a
reintegration project.
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Validation scorecard

Unlocks confidence, explainability, safe decisioning.

A validation scorecard defines what “good enough to act” means.
It turns trust into a repeatable process.

What it typically covers (short and practical):

* Datareadiness: completeness, freshness, reconciliation
Model stability: results behaving sensibly over time

* Reality checks: alignment with known business events

* Predictive checks: holdout/out-of-sample where applicable
* Confidence and limits: what is decision-grade vs directional

Why it matters:

It allows leaders to say, calmly, “this is decision-grade for this purpose,”
without re-debating methodology each month.

Decision log

Unlocks momentum, accountability, learning that compounds.
A decision log is the simplest mechanism for making measurement practical.
What it records:

* Decision taken and date

* Evidence used

* Action approved (reallocation, test, scenario)
* Expected impact

* Owner and review date

* Qutcome and learning

Why it matters:

It stops the organization from forgetting why decisions were made and
prevents constant re-litigation.

40
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Governance and decision cadence

Monthly vs weekly refreshes
(and why daily is rarely worth it)

A refresh cadence is not a badge of sophistication. It is a design choice that should
match how quickly the organization can act.

When it
makes
sense

Context

Bottom
line

Monthly

Most organizations;
standard CMO
operating rhythm

Aligns with budget
shifts, creative
rotations, and trading
cycles

Allows time for
validation and calm
decision-making

Keeps cost and
operational load low

The default sweet spot.
Fast enough to be
useful, slow enough to
be trusted and
sustainable.

Weekly

Only when foundations
are already strong and
automated

Faster feedback loops
for tactical adjustments

Useful for organizations
already fluent in MMM-
led decisioning

A reward for maturity,
not a starting point.
Works only when
automation and
governance are already
solved.

Daily

Almost never

Daily refreshes sound
attractive, but they
usually create more
noise than signal.

Marketing effects do not
resolve cleanly day-by-
day, and many of the
biggest drivers
(carryover, seasonality,
distribution, pricing,
competitive moves) do
not behave like daily
toggles.

A daily cadence
encourages
overreaction to short-
term volatility, increases
false precision, and can
push teams into
constant micro-
optimization at the
expense of strategy.
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Governance should not feel like overhead. The reason it often does is that artifacts
live in separate documents and spreadsheets, maintained manually, and forgotten
under pressure.

The result is what CMOs actually want: a governance model that is easy to run, easy
to trust, and clearly tied to growth decisions.

Checklist for CMOs: Governance

Questions to ask

* What are the two committees, and what decisions are they allowed to make?
* What is the monthly rhythm from data ingest to model refresh to decision?

* How are model changes managed so outputs remain comparable over time?
* How will “data drift” be detected early and controlled?

* Do decisions get logged, assigned, and reviewed so learning compounds?

Signs of success

* Committee charters are written, short, and understood.

* Decisions are made on time, owners are named, and actions are tracked.

* Data contracts exist, with clear ownership and change control.

* Validation is a repeatable scorecard, not a debate.

* Model changes are documented like software releases.

* Decision logs are reviewed often, and the organization learns faster each cycle.

WHAT GOOD LOOKS LIKE
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How Mutinex makes governance feel effortless

Most organizations don’t struggle with governance because they lack intent.
They struggle because governance is manual, fragmented, and slow.

Mutinex is built to remove that hidden cost by embedding governance directly into
how measurement and decisions operate not layering process on top.

DataOS

DataOS operationalizes data contracts and validation. Instead of relying on manual
policing of definitions and tagging, DataOS standardizes inputs, enforces consistent
mappings, and automates validation checks. Data discipline becomes a living system
rather than a set of documents.

Map data
P Review data

Value
Connect data source

o-E§ Value Category 1

Value Category 2
Value ad

Action Plans

Action Plans productize the decision log. Most decision logs live in spreadsheets
that no one updates. Mutinex turns decisions into Action Plans that can be assigned,
tracked, and reviewed, closing the loop between insight and execution.

70% Complete Recommendation

— . .
* Increase investment in OOH

Start Date: 1May 2026 * Decrease investment in Search

Last Updated: 30 Jun 2026
End Date: 30 Sep 2026

Implement Strategy

Review Strategy

@ This plan s currently At Risk

Projected revenue is $36,000
less than originally forecast.
Your revenue goal is



Pillar 3:
How MMM Works:
Data, Models, and Choices
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Data foundations

MMM quality is constrained by data quality. This sounds obvious, but many MMM
programs treat data as an onboarding task rather than an operating asset.

Measurement-ready data has five properties:

S~
~

/i—— Completeness
______ g Key channels and outcomes are included
~—— Consistency
_________ T Definitions do not drift month to month
Lineage

You can trace numbers back to sources.

o 1— Timeliness
Refresh cadence matches decision cadence.

-
-
-

"\ Auditability
You can reconcile to finance and explain differences.

-
Prae

-



Data foundations

How data should be stored

Whether you use a dedicated marketing data layer or a general warehouse, the
practical requirements are:

¢ A consistent grain for time (usually daily or weekly) and geography (national, state,
DMA, store region).

* Stable IDs for campaigns, channels, publishers, and creatives where relevant.

* Versioning for changes to historical data.

e Clear separation of raw, cleaned, and model-ready tables.

Some vendors provide a dedicated data layer that standardizes ingestion,
transformation, and refresh workflows. Others rely on manual files. The difference is not
aesthetics. It is an operational risk.

If inputs are manual, organizations often end up in monthly refresh cycles because the
human cost is high. If inputs are automated with robust connectors and data contracts,
weekly refresh becomes feasible, which materially improves learning velocity.

Checklist for CMOs (Data foundations)

Questions to ask

* Where is the model-ready dataset stored, and who owns it?

* Can we trace spend and outcomes back to source systems quickly?

* How do we handle restatements and historical data changes?

* What is our refresh cadence today, and what would it take to move faster?

Signs of success

* Data lineage is documented and testable.
* Spend reconciles to finance with an agreed tolerance.
* Refresh cadence is predictable and does not require heroics

HOW MMM WORKS
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Key data inputs across
Paid, Owned, Earned

A useful mental model is that MMM needs three classes of information:

e Marketing activity: spend and delivery (what you did)
¢ Business outcomes: sales, leads, revenue, margin (what happened)
e Context: pricing, distribution, seasonality, macro, competition (what else was

happening)

Below is a practical inventory across Paid, Owned, and Earned. The point is not that
you must have everything. The point is that you must understand what you do and do
not have, and what the consequences are.

Paid media inputs (typical)

* Spend by channel, publisher, campaign, and geography where available
* Impressions, reach, clicks, view-through metrics where relevant

* Creative or format breakdowns where strategy depends on variation

¢ Offline media delivery (TV GRPs, radio, OOH) where applicable

Owned media inputs

¢ Website sessions (by source, where possible)

* App installs and engagement metrics if the app is a core channel
* CRM sends and exposures (email, SMS, push)

* On-site promotions, merchandising, and offers if material



Key data inputs across Paid, Owned, Earned

Earned media inputs

* PR activity proxies (press mentions, reach estimates if available)
* Social organic indicators (engagement, content cadence)
* Brand search or share of search as a demand proxy, with caution

Outcomes (choose what matters)

* Sales or revenue, ideally with margin or contribution if available
* Leads, conversions, bookings, subscriptions, or other core KPIs
* Customer value metrics if you optimize for LTV

Context variables

* Price and promotions

¢ Distribution and availability

* Competitive spend proxies or share of voice proxies, where available
* Macroeconomic indicators relevant to category demand

¢ Seasonality and events (holidays, sports, weather, where relevant)

A note on public data

Most MMM programs benefit from public and semi-public datasets (macro, seasonality
calendars, some competitive proxies). Many vendors provide these automatically. It is
still worth asking what is included, how it is maintained, and whether it is updated.

Checklist for CMOs (Data inputs)

Questions to ask

* Do we have a complete and reconciled spend view across all major channels?
* What is our chosen outcome variable, and does finance agree?
* Which context drivers materially affect demand in our category, and are they
in the model?
* In which areas do we have high uncertainty due to missing data, and how
will we mitigate it?

Signs of success

* The team can produce a data inventory with owners, refresh cadence, and
known gaps.

* Finance signs off on outcome definitions.

* Missing data is treated as a managed risk, not a surprise.

48
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Not all MMMs are created equal:
From Traditional to Bayesian
approaches

Marketing Mix Modeling (MMM) isn’t a one-size-fits-all tool, it’s a family of methods with
different strengths depending on your business needs. The two most common styles are
Frequentist and Bayesian, each suited to different levels of complexity, data availability,
and organizational goals.

Frequentist MMM

Classic regression-based

Frequentist models treat parameters (like media or price elasticity) as
fixed but unknown values. They use observed data to estimate these
values through optimization, typically producing point estimates and
confidence intervals. There are no assumptions beyond what's in the
data, and prior knowledge isn’t incorporated.

Think of it like an analysis of your past data. It answers, “What happened,
based solely on the evidence in front of us?”

Bayesian MMM

Bayesian models treat parameters as probability distributions. They
begin with prior beliefs (called “priors”) about how things work, and then
update those beliefs using observed data. The result is a full distribution
of possible outcomes that reflects both data and uncertainty.

This approach is like a GPS with learning memory. It starts with a map
(your prior beliefs) and adjusts the route as new traffic data comes in.



How they
learn

Output

format

Strengths

Constraints

Not all MMMs are created equal: From Traditional to Bayesian approaches

Frequentist MMM

Estimate

Start from Scratch

Single point estimate

Often simpler to explain at a
high level

Computationally efficient

Established literature and many
practitioner frameworks

Struggles with sparse or
fragmented data

Estimates can become unstable
when there’s few observations and
lot of granularity (geo, different
products, many channels and/or
creative)

Often forces simplification
(channel collapsing, fewer cuts)

Bayesian MMM

Estimate

Past

experience

Built on Experience

Likely range

Handles sparse data far better
when priors are well chosen

Better suited to hierarchical
structures (brand, category, geo,
product)

Canincorporate prior knowledge
explicitly

Better suited for forward-looking
decision support (scenarios,
forecasts)

Requires discipline in specifying,
checking, and communicating
priors

Can be computationally heavier

Harder to explain to non-technical
stakeholders if not framed well

Assumptions matter, priors
influence outcomes. Poorly chosen
priors can create false confidence

50
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Priors in Bayesian MMM:
how to check and interrogate them

Priors are not a flaw. They are a tool. The risk is using priors implicitly, or using them
without accountability.
A prior expresses a belief about a parameter before seeing the data. In Bayesian MMM,

priors can improve stability, especially with sparse data. But they can also bias results if
chosen poorly or left unchecked.

A practical prior interrogation process

1. Document priors explicitly: for each channel and key parameter, record the
prior distribution and rationale.

2. Run prior predictive checks: simulate outcomes from priors alone to see
whether they imply absurd behavior.

3. Run sensitivity analysis: vary priors within reasonable bounds and observe how
conclusions change.

4. Compare to domain constraints: ensure priors respect business reality (for
example, constraints on lag length or saturation).

5. Review with stakeholders: finance and channel leads should understand what
priors imply, even if they do not understand the math.

The core principle: priors must be defensible in words, not only in equations.
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Checklist for CMOs:
Assessing MMM Approaches

Use this checklist to assess which MMM approach best fits your data reality and
decision needs.

Checklist for CMOs (Types of MMM)

Questions to ask

* What modeling approach is used, and why does it fit our data reality?

* How is uncertainty quantified, and how should it inform decisions?

* How are seasonality, lagged effects (adstock), and saturation modeled?
* |f Bayesian, what priors are used and how are they validated?

* How are geo, product, or segment hierarchies handled without instability?
* Is the methodology fully transparent to internal teams and stakeholders?

Signs of success

* The team can explain the approach without jargon.
* The vendor or internal team can show diagnostics and sensitivity checks.
* Uncertainty is treated as decision input, not ignored.

Checklist for CMOs:
How to interrogate Bayesian modeling priors

Use the checklist below to assess whether Bayesian assumptions are being applied
rigorously and governed appropriately.

Checklist for CMOs (Priors)

Questions to ask

* Are priors documented for every major channel and parameter?

* What prior predictive checks were performed, and what did they show?

* Which conclusions are sensitive to priors, and what does it mean for decisions?
* Who signs off on priors and changes to them?

Signs of success

* Priors are transparent, justified, and tested.
* Sensitivity results are included in decision materials.
* Changes to priors are controlled and logged.
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MMM options: Open source, third-
party vendors, or build your own

Most CMO:s face three options. The right choice depends on speed, risk tolerance,
and internal capability.

Option A: Open source

Open source MMM frameworks can be valuable for learning,
experimentation, and cost control.

Where open source works well:

* You have strong internal data science and engineering capabilities.
* You are willing to maintain pipelines, monitoring, and governance.
* The program is exploratory, and the cost of delay is acceptable.

Common gaps to plan for:

* Production-grade data ingestion and refresh workflows

* Robust Ul and stakeholder workflows for scenarioing and decision logs

* Ongoing maintenance as dependencies change

* Security, audit, and compliance requirements in enterprise
environments

* Operational support and knowledge transfer

In practice, many organizations underestimate the operating cost of open
source once they aim for frequent refresh, adoption, and auditability.
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Option B: Third-party vendors

Vendors can accelerate time to value because they package modeling,
data workflows, and governance patterns.

Where vendors tend to win:

* You need impact within months, not years.

* You want arepeatable refresh cadence with less internal engineering.

* You need stakeholder-friendly workflows that support scenario
planning and informed decision-making.

* You want benchmarking and accumulated implementation experience.

Therisk is choosing a vendor that delivers a model but not an operating
system. Evidence matters more than promises.

Option C: Build your own

Building your own can be justified when:

* You are very large scale with unique constraints.
* Measurement is a core strategic moat.
* You have mature data infrastructure and top-tier modeling talent.

It is also the highest risk path, because it requires sustained investment,
product management discipline, and organizational adoption work.

Checklist for CMOs (MMM options)

Questions to ask

* What is the required time-to-value, and what happens if we miss it?

* Do we have the internal capability to run this as a product, not a project?

* What is the full operating cost over 24 months (people, pipelines, governance,
maintenance)?

* How will we ensure outputs are used, not ignored?

Signs of success

* The decision is based on capability and economics, not prestige.
* Total cost of ownership is modeled, including people and maintenance.
* Adoption and governance are treated as first-class requirements.

HOW MMM WORKS
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Vendor evaluation: what to ask for, and
what evidence looks like

If you choose a vendor, do not evaluate on demos alone. Evaluate based on evidence.

Evidence categories

. Data operations: how ingestion, validation, and refresh are handled.

. Model credibility: diagnostics, validation, stability, and transparency.

. Decision workflows: scenarioing, approvals, decision logs.

. Speed: time to first model and time to subsequent refresh.

. Support and enablement: training, change management, and ongoing
partnership.

OB WON

The refresh cadence test

Ask: “Assuming our data is available, what is the fastest credible refresh
cycle you support, and what breaks first?”

Vendors with robust data layers and automation can support more
frequent refresh. Vendors relying heavily on manual ingestion often drift
toward monthly or quarterly cycles.

Checklist for CMOs (Vendor evaluation)

Questions to ask

e Can you show and explain a sample (redacted) client validation pack?
* How do you reconcile spend and outcomes to finance & what is your tolerance?

* What is your process for handling restated data?
What is the fastest refresh you have done in production, and what was required?

* How do you document assumptions, priors, and model changes?

Signs of success

* The vendor can show artifacts, not just slides.
* Processes are documented and repeatable.
* They can explain failure cases and how they recovered.
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Validating your MMM (aligned to
Mutinex's Open MMM Evaluation)

Validation is the bridge between modeling and decision-making. Without
validation, MMM is a narrative generator.

Mutinex’s Open MMM Evaluation, as a concept, is useful because it treats
MMM quality as multi-dimensional, not a single fit statistic. A robust
validation approach typically covers:

. Data integrity: completeness, reconciliation, lineage.

. Model fit: ability to explain observed outcomes without overfitting.

. Out-of-sample performance: holdout testing and stability.

. Plausibility: parameter realism, diminishing returns behavior, lag
structures.

. Sensitivity: whether conclusions change dramatically with small
assumption changes.

6. Actionability: whether outputs map to decisions (budget, channel,

creative, geo).

A WONa

o

Validation should be repeatable. Treat it like a monthly close.

Checklist for CMOs (MMM validation)

Questions to ask

* What is our validation rubric, and how do we score against it each refresh?

* What holdout strategy do we use, and what is the result?

* Which outputs are most sensitive to assumptions, and how do we communicate
that?

¢ Can we reproduce the results, and do we have version control?

Signs of success

* Validation results are documented and comparable over time.
* The team can explain what changed and why between model versions.
* Decision-makers understand uncertainty and sensitivity.
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Model Evaluation

Validating your MMM (aligned to Mutinex’s Open MMM Evaluation)

When anyone can build an MMM, results vary by who builds
them. Validation testing defines what good looks like.

MMMs are not a single equation, but a process of testing multiple explanations of what
drives sales. Without the right checks, you risk trusting the wrong version of the truth.
Validating your results ensures the model reflects reality, not just what’s convenient.

Valii
alldation A naly
Sis

Faijj

False Positives

They all look ‘right’ but they’re not.
They fit the data, but misrepresent what
actually drives sales.

They misrepresent what actually drives
sales because they mistake correlation
for causation, overlook real-world

context, or rely on untested assumptions.

g0

Validated Model

Models that consistently explain
and predict business performance,
backed by transparent validation
and governance.
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Implementing MMM: the first 90 days

Measurement readiness isn’t achieved through intent, it’s earned through
execution. The first 90 days are about building trust, demonstrating value
early, and laying the operational foundations for sustained impact.

A practical first 90 days focuses on:

Before Day 1: Commercial & Stakeholder alignment

Ensure all stakeholders are aligned on why this work matters, how
it will be used, and what success looks like.

Socialize the roadmap and frame this as a business growth
decision system, not just a modeling exercise.

Days 1 to 30: Define outcomes and build the data spine

Create the technical and data foundation that the model will run on.

* Lock outcome definitions with finance.
* Build the first version of the model-ready dataset.
* |dentify major data gaps and mitigation strategies.
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Validating your MMM

See page 56

Interrogating your model ‘Priors’

See page 51

Days 31 to 60: produce a first model and validate

Move quickly from data to insight

Run initial models.Stress-test assumptions and priors.
Share a validation pack to highlight directional results and limitations.
Start linking outputs to actual marketing or budget decisions.

\ 4

Days 61 to 90: operationalize decisions

Demonstrate the model’s value by making real decisions, even if small.

Establish committee cadence.

Set up a measurement/ scenario planning forum with key decision-makers.
Action at least one real business decision based on the model, even if small.
Document learnings and prepare the roadmap for scaling.

The purpose of the first 90 days is credibility. Credibility comes from evidence,
transparency, and a willingness to start with small, low-risk decisions.

MAKING IT REAL
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The optimization ladder

Optimization should be staged. If you jump to enterprise-wide portfolio optimization
before you can optimize within a channel, you will lose trust.

Level 4: Full business optimization

At the highest level, MMM becomes one input into a broader business
optimization system:

Integrate pricing, promotions, and distribution constraints.

Optimize across marketing and commercial levers.

Connect to planning, forecasting, and inventory decisions.

Level 3: Portfolio optimization

Now you treat channels as a portfolio:

Reallocate budget across channels to maximize the outcome.

Apply constraints (minimum brand spend, contractual commitments,
supply limits).

Level 2: Budget sizing

Once within-channel signals are credible, you use response curves to
answer:

* What is the marginal ROI at different spend levels?

* Where do diminishing returns begin?

* What is the recommended spend range under different risk postures?

Level 1: Within-channel optimization

This is the starting point. You use MMM outputs to refine:
* Flighting and pacing
* Format mix
* Creative rotation assumptions
* Geo adllocation inside the channel




The optimization ladder

Checklist for CMOs (Optimization ladder)

Questions to ask

* Which level are we at today, and what evidence supports that?

* What decisions are allowed at this level, and what decisions are premature?
* What constraints must be included so recommendations are implementable?
* How will we measure whether optimizations worked?

Signs of success

* The organization can name the current level and the next milestone.
* Decisions are matched to validation strength.
* Constraints are explicit, not discovered after the fact.
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The 18-month optimization roadmap
(who does what, and why)

This roadmap assumes you want to build capability without breaking trust.

Months 0 to 3: establish credibility

Build data foundations.
Produce first validated model.
Make small reallocations.

Who: measurement owner leads, data steward executes,
finance validates, channel leads implement.

Months 4 to 6: within-channel optimization program

Establish channel-level tests informed by MMM.
Build playbooks per channel.

Who: channel leads co-own with measurement owner;
analytics supports test design.
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Checklist for CMOs (18-month roadmap)

Questions to ask

* What is our 18-month capability target, and what does success look like?

* What tests will we run each quarter, and how do they ladder up?

* Where will we use experiments to calibrate or de-risk MMM outputs?

* How will we ensure learnings become default practice, not one-off insights?

Signs of success

* A quarterly test roadmap exists with owners and resourcing.
* There is explicit linkage between MMM outputs and actions.
* Learnings are institutionalized through playbooks and governance.

Months 7 to 12: budget sizing and portfolio optimization

Develop response curves and spend ranges.
Introduce portfolio reallocation scenarios with constraints.
Run calibration experiments where feasible.

Who: growth investment committee decides; finance co-signs;
measurement owner provides scenarios.

Months 13 to 18: business optimization integration

i Integrate pricing, promotions, and distribution variables more deeply.
i Align MMM outputs with forecasting and planning cycles.

Who: cross-functional leadership, including commercial and finance.

MAKING IT REAL
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Change management and adoption

Measurement only matters when people use it.

Adoption often fails for predictable reasons:

1. Outputs threaten existing narratives and power structures.
2. Teams fear being punished for outcomes outside their control.
3. Measurement is introduced as judgment, not as learning.

A practical adoption strategy includes:

Training that focuses on decision-making, not on statistical theory.
A shared language for uncertainty and risk.

Early wins that build trust.

Incentives aligned to incremental outcomes.

Checklist for CMOs (Adoption)

Questions to ask

* How will we train teams to interpret outputs and act responsibly?

* What incentives will change so teams benefit from truthful measurement?

* What is our plan for handling the first major disagreement?

* How will we communicate decisions and results to build organizational trust?

Signs of success

* Training is scheduled and role-specific.
* Incentives and KPIs are revised to reduce conflict.
* Disagreements are handled through process, not politics.
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The measurement-ready
CMO playbook

If you want to be measurement ready in 2026, treat measurement
as an operating system upgrade.

Define the decision agenda (what decisions need better evidence).
Lock commercial definitions with finance.

Build reliable, versioned data foundations.

Choose an MMM approach aligned to your data reality.

Validate outputs with a repeatable rubric.

Implement lean governance and decision cadence.

Climb the optimization ladder deliberately.

Institutionalize learning through tests and playbooks.

The organizations that win will not be those with the fanciest
dashboards. They will be those who learn faster than competitors
and allocate capital accordingly.

MAKING IT REAL
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The measurement-ready CMO playbook

Checklist for CMOs (Playbook)

Questions to ask

Decision focus

* What is the most important measurement decision we get right this quarter?
* Which decisions are currently being made without credible evidence?
* Where are we mistaking reporting activity for decision support?

Discipline & trade-offs

* What will we stop doing if measurement contradicts current beliefs?
* Where are we overconfident despite weak evidence?
* What decisions are we deliberately not asking measurement to solve?

Credibility & risk

* What are the biggest risks to measurement credibility today (data,
assumptions, governance)?

* Which assumptions matter most if they’re wrong?

* How much uncertainty are we willing to accept before acting?

Ownership & accountability

* Who owns meadsurement integrity?
* Who owns investment decisions informed by measurement?
* Who is accountable when decisions don’t deliver expected outcomes?

Operating rhythm

* Are measurement insights reviewed before decisions are made?
* Do we have a clear cadence where insights turn into actions?
* Is learning carried forward — or reset every planning cycle?

Signs of success

* Measurement is explicitly tied to decisions, not just reporting.
* The organization has a cadence and sticks to it.
* Measurement outputs can be defended to Finance and the Board.
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Mutinex challenges how marketing effectiveness has traditionally
been measured.

We give leaders a clear, credible view of what’s actually driving growth.
We help brands move beyond lagging reports, channel silos, and
incomplete signals. We show what'’s holding your growth back, and the
right place for the next dollar to have the biggest impact.

Through our GrowthOS platform and advanced Marketing Mix Modeling,
we connect marketing activity directly to real business outcomes. Our
insights are always-on, commercially grounded, and built to support
forecasting, scenario planning, and confident investment decisions.

If you want to see how smarter measurement can unlock better growth
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How modern marketing leaders unlock clarity, credibility, and commercial impact.

In an environment of rising scrutiny and shrinking tolerance for ambiguity, the
difference between good and great marketing leadership is no longer creativity or
spend, it’s the speed and credibility of decisions.

This whitepaper offers a practical and provocative guide for CMOs ready to lead
with evidence. It tackles the uncomfortable truths of attribution, explains why most
measurement systems fail to reflect how growth actually happens, and shows how
Marketing Mix Modeling (MMM), done right, can become a strategic asset, not just an
analytics exercise.

Built for CMOs. Grounded in reality. Designed for action.
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