Digital Marketing
Maturity Models Explained

Fragmented channels, disconnected
data, and uneven team skills block
agreement

A maturity model is a diagnostic lens,
not an audit or vendor scorecard

Roadmap: foundations, stage logic,
frameworks, dimensions, assessment,
roadmap, communication

Outcome: assess maturity credibly,
prioritize with evidence, defend
the case




Core Concepts and Misconceptions

Digital Marketing Maturity Models Explained

Foundations, core concepts, and the misconceptions that derail assessment

Working definition: strategy, data,

technology, process, and people producing Maturity Audit Benchmark Campaign
reliable, repeatable outcomes Model Study Performance
Review

Misconception: tool adoption equals
maturity — buying platforms is not
capability depth

KU CURCY|

Misconception: a maturity score as a
report card, not a diagnostic lens
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Maturity models assess capability
depth and guide sequencing; audits
check compliance

Shared vocabulary: capability
dimensions, maturity levels, evidence-
based scoring, current and target state,
roadmap




The Maturity Arc: From Ad Hoc to Predictive

BUILD CAPABILITIES. INTEGRATE EFFORTS. UNLOCK WHAT’S NEXT.

Optimized

Emerging Optimized
Nascent Integrated
Repeatable

Reactive execution

@ Progression runs from reactive execution to repeatable, integrated,
optimized, then predictive Al-assisted marketing

e Common stage labels: Nascent, Emerging, Defined, Optimized,
and Predictive or Autonomous

e Five-level scales dominate; four-level and six-level variants also appear
across vendors and analysts

e Maturity is multidimensional: teams advance in one dimension while
lagging in another

e A single average score hides the real constraint; profile the shape, not the number

e Beware overestimating maturity: isolated advanced capabilities are not
organization-wide operational maturity

Predictive Al-assisted
marketing

Maturity is
multidimensional

Teams advance in one
dimension while lagging
in another.




Dominant Frameworks: Gartner,
Forrester, and BCG/Google Side by Side

Gartner Forrester

e Gartner: process, governance, e Forrester: customer-centric o BCG/Google: data connectivity,
architecture rigor; built for large culture, governance, CX; levels attribution, automation,
enterprises and CIO-led run Ad Hoc to Optimizing measurement; Nascent to
modernization Multi-moment

Choose by decision question and context, not vendor familiarity or analyst brand.

‘ Differing terminology across frameworks confuses stakeholders and vendor evaluations.
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Capability Dimensions: Data, Technology,
Talent, Process, and Customer

Data and analytics
first-party completeness,
identity resolution, quality,
consent, activation

MarTech stack

integration coherence,
orchestration, actual usage,
total cost of ownership

Process

Customer experience Operating model

personalization, journey decision rights, role clarity,
management, linking activity agile ways of working,
to outcomes agency alignment

O Leading models share core dimensions; score each separately, hever one average
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Choosing the Right Model for Your Context

OUTCOMES

CONTEXT DRIVES THE CHOICE KEY TAKEAWAYS

Consider the key factors for your organization. )
Match model to size, B2B vs. B2C,
regulation, channel mix, and resources
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Size B2B vs. B2C Regulation Channel Resources
mix

® O

Established frameworks bring
benchmarks and credibility; hybrids
align to strategy

Quick pulse: 2-3 weeks; business unit:
4-6 weeks; enterprise: 8-10 weeks

Assess your context

and goals
e Watch vendor agendas and tech-centric

blind spots; scoring well # business
outcomes
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No model is best—Gartner is process-led,
Forrester culture-led, BCG/Google

Quick pulse Business unit Enterprise data-led ®
2-3 weeks 4-6 weeks 8-10 weeks '
( )
Y

DIFFERENT CONTEXTS. DIFFERENT PATHS.
A STRONGER DECISION.

FROM CONTEXT
TO PROGRESS




ASSESS

Running a Maturity Assessment:

IMPROVE

Methods, Evidence, and Scoring

Methods: surveys, stakeholder Maturity Rubric (lllustrative)
interviews, workshops, artifact
review, usage logs, data audits Dimension Behavioral Anchors Evidence per Level Confidence Rating
Rubric: observable behavioral _— B 0o
anchors, evidence per level,
plain language, confidence ratings s B ©
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ROAS, CAC, LTV @ -

@ Unknown

Watch biases: optimism, central
tendency, executive inflation,
political scoring

Watch for biases: Require evidence
optimism, central tendency, for every score; mark

) . executive inflation, unknown where evidence
Require evidence for every score; political scoring. is missing.

mark unknown where evidence
is missing

Score dimensions independentty;
heatmap or radar reveals the
weakest constraint

Blend KPI dashboards, process
metrics, and outcomes like

FROM EVIDENCE
TO PROGRESS




From Assessment to Roadmap:
Prioritizing Improvements

@

Translate dimension gaps into a sequemced initiative
portfolio, not a wish list

Separate root constraints from symptoims; map
cross-dimension dependencies

Prioritize by impact, effort, dependency, risk, and g
near-term value .L e
Sequence foundations first: data quality, identity, /4\ 48

and measurement before activation |

Quick wins build momentum; 90-day, 12-month,

and 24-month horizons sustain change 90-day

Foundations Enablement

12-month

24-month




Communicating Maturity to Executives

and Securing Investment

and opportunity, not capability
criticism

C Frame gaps as business risk

Speak revenue, efficiency, and
risk, not abstract maturity scores
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Use CFO-ready metrics: LTV,
incremental revenue, CAC,
pipeline, speed-to-market

o

Tell the story: current state,
target state, and the path between

&

Build finance partnerships and
P&{ shared KPIs to handle competing
priorities



Common Pitfalls, Maturity g
Theater, and How to Avoid Them

operational change, dashboards that

g Maturity theater: high scores, no
never trigger decisions

Treating the model as a one-time
project, not a quarterly management
rhythm

Ignoring culture, incentives, and
a@n decision rights — barriers are
organizational, not technical

decisioning is just an expensive

Buying a CDP without explainable
database

weakest dimension is ignored,
initiatives don't tie to business
outcomes

g Warning signs: scores inflate, the




Case Exercise: Assessing and
Advancing a Marketing Organization

Scenario: strong campaign execution but
fragmented data, inconsistent processes,
last-click measurement

Capability Assessment Worksheet

Teams score capability dimensions with a
imension Level

Note confidence levels; mark unknown
where evidence is missing

Identify top three gaps; propose a 12-month
sequence separating foundational work
from quick wins

° Debrief: compare roadmaps, discuss trade-offs,
link each initiative to business outcomes

12-Month Initiative Sequence

Foundational Work Quick Wins



Building a Continuous
Maturity Practice _

Embed reassessment into annual
G planning and quarterly business

reviews
P One assessment owner, lean
R dimensions, quarterly spot checks,

annual full reassessment

lI Track dimension movement alongside
L ROAS, CAC, LTV, pipeline, and cycle time

Celebrate evidence-based gains
e and reset targets as strategy evolves

a_ Adjust sequencing based on what
the data shows




Key Takeaways and Action Planning

Maturity models are diagnostic
lenses, not report cards

Score each dimension independently;
require evidence for every score

Treat the weakest dimension as your
primary investment priority

Blend frameworks based on strategy
and decision questions, not vendor brand

Connect every initiative to a business
outcome the CFO would accept

Communicate in revenue, efficiency,
and risk—build finance partnerships first

FROM ASSESSMENT TO ACTION

Priority Action

Business Outcome

INSIGHTS
ALIGNMENT
ACTION
GREATER IMPACT

Owner



Glossary and Reference Guide

‘.m Key terms: maturity level, capability dimension,
= current vs. target state, gap analysis, roadmap sequencing

EI Evidence-based scoring: rubrics, behavioral anchors,
confidence ratings, calibration workshops

Framework quick reference:

Gartner = Forrester= 4 ' BCG/Google = Adobe =
{(:3:} process and culture and CX | lUHH | dataand channels,
governance "0 measurement audiences, and
campaigns
m Extended reading: Forrester Digital Maturity Model 4.0, Gartner Digital 1Q,

BCG research, Smart Insights RACE
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