Marketing Analytics

Platform: Selection,
Architecture, and Tradeoffs
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Why platform decisions fail: tool sprawl, conflicting metric definitions,
hidden integration costs

Three lenses: selection criteria, architecture patterns, persistent tradeoffs

Core scope: collection, identity, transformation, measurement,
activation, governance

How to use: scorecards, reference architectures, tradeoff matrices,
migration roadmaps

Audience: intermediate marketing metrics knowledge,
mandate to defend decisions i




Background: Why Marketing Analytics Stacks Break

- Marketers average eight tools;
only 31% trust their customer
data is unified

+ Under half can track customer
lifetime value; channel-to-revenue
stays unanswered

stacks run $200K-$850K
per year all-in

‘ * Fragmented point-solution

» Five categories confused:
web/product analytics, B,
pipelines, attribution, suites

* Most teams own three web
analytics tools and no real
measurement layer

rigidity, tool sprawl, unauditable

‘ + Failure modes: single-vendor
dashboards
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Core Concepts: What a Marketing Analytics Platform Must Do

Marketing Analytics Platform Cutaway * Capability model:

collection, identity
resolution, modeling,
reporting, experimentation,
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Four 2026 non-negotiables:
first-party identity,
transparent attribution,
real-time activation,

' Governance & Foundation

Data Quality Privacy Semantic Access & (/ \a Monitoring & clean-data Al
& Lineage & Consent Definitions Permissions \/ Observability H 2

« Map capabilities to use cases:
brand, performance,
lifecycle, retail media,

B2B vs. ecommerce
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Stack Archetypes: From Warehouse-Centric to Composable

' . . : . : 4. Composable .
1. Warehouse-Centric 2. CDP-Centric 3. All-in-One Suite (Best-of-Breed) 5. Hybrid
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Five archetypes: warehouse-centric, CDP-centric, all-in-one suite, composable, hybrid
Warehouse-native separates storage, identity, activation, and engagement layers
Each layer swaps independently; replace one vendor without rebuilding everything

Zero-copy and federated now mainstream: Salesforce Data 360,
Adobe Federated Audience Composition

Clean rooms enable privacy-safe matching without moving raw records }" e
Archetype choice constrains governance, cost, and later selection more than any feature I R e
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Requirements Discovery

and Evaluation Criteria

R e wp— REQUIREMENTS DISCOVERY: NON-NEGOTIABLES

before reviewing any feature list '
NON-NEGOTIABLE METRIC SLA TARGET ‘

- Lock 4-6 non-negotiables: each
with a metric, SLA target, and
RFP question

- Weight a scorecard: integration,
data quality, governance,
activation latency, TCO

WEIGHTED DECISION SCORECARD

- Run structured demos and

proofs-of-concept on your ACTIVATION
e geR 2, INTEGRATION | DATA QUALITY | GOVERNANCE LATENCY

WEIGHTING

- Avoid evaluation biases: feature VENDOR A
checklists, demo bias, incumbent VENDOR B
inertia

VENDOR C



Build vs. Buy vs. Compose: Decision Framework - - -

Start with E Buy wins: standard operation,
._O ) Business Goals thin data team, speed to value
[ l | ] Build or compose wins:
}7 proprietary data, custom
= Q 5 Y @ attribution, cost pressure at scale
— T
Data Proprietary Engineering Governance 5| Hybrid is the 2026 default:
Maturity Logic Capacity & Risk L J packaged activation Ul on a
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governed warehouse

TCO includes licenses,
__ " % integration engineering,
S @ ’ [aofbd | maintenance, and

i =
= displaced capacity
BUY BUILD ~ 0ol Lock-in relocates, not
; | disappears: the warehouse
Leverage packaged Create in-house Combine best-in-class | becomes hardest to leave
solutions capabilities camponents
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Data Architecture Foundations:
Ingestion, Identity, and Governance T
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- Ingestion patterns: batch, streaming, event, CDC, reverse ETL
g
o - Identity resolution: deterministic joins, probabilistic matching, identity graphs
- Consent-at-merge rule: which state survives, propagated downstream, audited
g
"]
® - Modeling: fact tables, channel dimensions, campaign taxonomy, versioned metrics
paig Y.
HE =]
HEN 0 - Quality controls: validation, match-rate SLAs, freshness thresholds, metric certification 5

. I_ . {/ /./,,.,/
EEEN 2L




Measurement Architecture:
Attribution, Experimentation, and Incrementality

Four layers: descriptive
reporting, attribution,
DESCRIPTIVE incrementality testing,
REPORTING and MMM
Last-touch undervalues
upper funnel; platform-

reported ROAS overstates
true lift

Experiments: geo holdouts,
ghost ads, audience
holdouts, synthetic control
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Triangulation is standard:
MMM for allocation, MTA
MARKETING MIX for tactics, incrementality
MODELING for causality

Tradeoffs: speed, accuracy,
explainability—governance
makes claims CFO-defensible
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* Close the loop: audiences and AUDIENCES & ACTIVATION EXECUTION
lifecycle triggers flow into LIFECYCLE TRIGGERS PATHWAYS CHANNELS
execution channels /G )
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» Reverse ETL, APls, and webhooks ™ _— =g

push warehouse audiences to e he che s Reverse ETL
ds, CRM, and email 2
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* High-ROlI plays: suppression lists, = / |__..

LTV-based bidding, lead scoring, = ' APIls .
value-based lookalikes | u Edial
 Personalization and journeys o2 ) (/_\é) |'

: : ® O @ —p Perso.nalization
depend on correct identity and A Webhooks | Engines
consent at activation time =

» Watch pitfalls: stale segments,
consent leakage, over-firing, GOVERNED SEMANTIC LAYER
weak QA Trusted definitions, identity, and consent across activation




Cost, Performance, and Operational Tradeoffs at Scale

o Cost drivers: licenses, Cost and Performance Tradeoff Dashboard

compute, storage, connectors, Warehouse Three-Year TCO
seats, services, APl and aterCy Sizing PliGount at 2-3x Volume

egress overages

000 ‘
e Pricing shapes: per-MTU, Q @ FT /f

event-based, per-connector,
flat-rate, and usage-based
credits
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* Model pricing at 2-3x
current volume before Weighted Decision Scorecard / Tradeoff Matrix

committing
@ Latency vs. Cost e &
e Tradeoffs: latency versus

cost, self-service versus R Self-Service vs. Control &

control, freshness versus 2
reliability (¥ Freshness vs. Reliability @

 Operating model: central 828R Operating Model Fit
team versus embedded

analysts, plus required @ Scalability
data-engineering capacity




Audit and Parallel Validation
Inventory Running
Assess current state, Run legacy and new Validate parity, resolve Switch to new system Retire legacy systems
catalog data, logic, systems concurrently discrepancies, and for production and clean up assets
and dependencies. for comparison. refine mappings. activation. and dependencies.
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A4 w vV vV v
Gate 1 Gate 2 Gate 3 Gate 4 Gate 5

0 Rollback Gate

Phased migration: audit and inventory, parallel running, validation, cutover, decommissioning.

Set success criteria and discrepancy tolerances before migration begins.

Risk register: data loss, metric drift, taxonomy drift, consent breaks, match-rate drops.

Governance model: clear ownership of ingestion, identity logic, and activation permissions.

r Enablement: analyst training, documented workflows, rollback criteria, adoption metrics. )
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Reference Architectures and Decision Artifacts

WAREHOUSE-CENTRIC ARCHITECTURE
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SCORECARD ARTIFACT
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Ingestion Identity Semantic Reverse Engagement
Graph Layer ETL
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COMPOSABLE CDP ARCHITECTURE
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Warehouse as dbt for Identity Reverse ETL
Profile Store and Modeling Activates
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GOVERNED SEMANTIC FOUNDATION

Unified Definitions | Consistent Identity | Trusted Data | Policy and Governance

TRADEOFF MATRIX

Packaged =~ Composable
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Proof-of-value  Final
decision

Align Shortlist
non-negotiables

Warehouse-centric: ingestion,
identity graph, semantic layer,
reverse ETL, engagement share
one governed foundation

Composable CDP: warehouse
as profile store, dbt for identity
and modeling, reverse ETL
activates

Scorecard artifact: one page
weighting integration, data
quality, governance, latency, TCO

Tradeoff matrix: packaged vs
composable vs hybrid on cost,
time-to-value, flexibility, lock-in

90-day timeline: align
non-negotiables, shortlist,
proof-of-value, final decision




' Common Failure Modes and How to Avoid Them

* Buying tools before defining
the revenue questions they
must answer

» Choosing on integration counts
or demo polish, not identity
match rates and SLAs
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o Letting vendors set the demo
agenda instead of scenario-
based tests on your data
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* Ignoring TCO beyond license
fees: engineering hours,
connectors, migration labor

¢ Treating consent, governance,
and metric definitions as
afterthoughts
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Decision Checklist and Next Steps

Confirm the job you're hiring for:
CDP plumbing, measurement, or question-answering layer

Validate must-haves with evidence: 12-month data
quality SLAs, identity-match rates, comparable references

e Model three-year TCO, including tools
the platform replaces

e Run a time-boxed proof of value against
one real revenue question before signing

* Assign ownership of pipeline, metric definitions,
and activation governance before go-live

Review the stack quarterly as the business evolves
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