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Measure what matters
Marketing teams have never had more visibility into their work: real-time 
dashboards, multi-touch attribution, predictive analytics, retail media 
reporting, AI-generated insights.   

Every click, scroll, and conversion can be tracked, sliced, and visualized in 
seconds. International Data Corporation (IDC) projects global data creation 
will reach 175 zettabytes, a number that reflects just how much information 
organizations are processing today, according to IDC and Seagate’s report 
Data Age 2025. 


The issue isn’t access to data. It’s direction. More measurement does not 
automatically lead to better decisions. To find clarity, marketing teams 
need to shift from measuring everything to measuring what matters. That 
means combining analytical rigor with context, experience, and judgment.
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https://www.idc.com/
https://www.forbes.com/sites/tomcoughlin/2018/11/27/175-zettabytes-by-2025/
https://www.seagate.com/files/www-content/our-story/trends/files/idc-seagate-dataage-whitepaper.pdf


The KPI trap
Dashboards can create a comforting sense of control. Click-through rates, 
engagement, impressions, cost per acquisition, and incremental lift update 
in real time. The numbers move. Progress feels tangible.

But not all metrics are equal. 


The 2024 Gartner CMO Spend Survey shows that marketing budgets remain 
under scrutiny, with increased pressure to demonstrate ROI. Under that 
pressure, teams often gravitate toward metrics that are easiest to report. 
Short-term performance indicators become the focus because they are 
immediate and measurable. 


The risk is that short-term signals crowd out long-term impact.  
Research by Les Binet and Peter Field has consistently shown that sustained 
brand investment drives long-term growth, even when short-term 
performance metrics fluctuate.  


The problem isn’t KPIs themselves. It is the lack of hierarchy among them. 
Without clear prioritization, everything feels urgent and nothing feels 
strategic.
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https://www.gartner.com/en/marketing/research/annual-cmo-spend-data-snapshots?utm_medium=press-release&utm_campaign=GML_GB_2024_GML_NPP_PR1_REMKTGBUDGETPRE&utm_term=gi
https://ipa.co.uk/knowledge/publications-reports/the-long-and-the-short-of-it-balancing-short-and-long-term-marketing-strategies


More data shouldn’t 
mean less clarity
The real competitive edge isn't more data. It's knowing exactly which 
decisions your data should drive.



McKinsey's research on data-driven organizations makes this clear: value 
comes from embedding analytics into specific, high-impact choices, not 
from collecting everything and hoping insight emerges.

A practical way to structure measurement is to 
organize it into three layers:

North Star outcomes

Teams need to establish clear business objectives such as revenue 
growth, market share, or lifetime value.

Strategic drivers

Establish and track factors that influence desired outcomes, such as 
awareness, retention, penetration, or pricing power.

Diagnostic metrics

Include operational signals that explain fluctuations but do not dictate 
strategy on their own.

Context determines whether a metric is a warning sign or normal variation. 
When teams align dashboards to this structure, conversations shift from 
reacting to numbers to interpreting them.
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https://www.mckinsey.com/capabilities/quantumblack/our-insights/the-data-driven-enterprise-of-2025


The illusion of precision
Attribution models and predictive analytics have become increasingly 
sophisticated. They offer detailed breakdowns of performance by channel, 
audience, and creative variation. But sophistication doesn’t necessarily 
eliminate uncertainty. 


Leaders can become overconfident in data outputs, even when those 
outputs are shaped by assumptions, incomplete inputs, or structural bias. 


Marketing data has never been a clean mirror. Privacy changes, platform 
differences, and shifting behavior all shape what gets measured and what 
gets missed.



No model captures the full picture. But that's a reason to interpret results 
more carefully, not to stop measuring. 
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Beyond the dashboard
Some of the most important signals do not show 
up in a performance dashboard.

Customer sentiment, cultural resonance, and creative effectiveness often 
emerge first through qualitative insight. 



Forrester has found that CX leaders consistently outgrow laggards, yet 
experience quality is rarely captured in a single score. A campaign might 
hit efficiency targets but fail to connect emotionally. A product launch 
might drive traffic but spark confusion in customer conversations.  

The strongest marketing teams treat qualitative and quantitative inputs 
as complementary. Data highlights patterns, but human insight explains 
them. When both perspectives are present, decisions become more 
grounded and more strategic.

$375M
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https://www.forrester.com/blogs/15-07-15-better_customer_experience_correlates_with_higher_revenue_growth_in_most_industries/


Anchoring measurement 
in reality
Marketing does not operate in a vacuum. Economic pressure, regulatory 
change, media transparency concerns, and technological acceleration all 
shape performance outcomes. 


Generative AI introduces similar complexity. It enables faster content 
production and more variations. But more output does not guarantee more 
impact. Without strategic alignment, increased volume can dilute brand 
coherence. 


Effective measurement connects campaign performance to these broader 
structural factors. It looks beyond isolated metrics and asks what is 
happening in the wider system.
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Turning insight into 
action
Measurement only creates value when it leads to decisions.  
That requires discipline.



First, define success before launching initiatives. Align teams on the 
primary outcome and supporting drivers. Avoid retroactively selecting 
metrics that validate the result. 


Second, build structured review rituals that connect reporting to action. 
Every dashboard review should end with a clear decision, whether that is to 
invest more, adjust, test, or stop. 


Third, create a culture where questioning the data is acceptable.  
If results conflict with market feedback or frontline experience, investigate. 
Don’t default to assuming the numbers are infallible. 


Teams that operate this way don’t drown in data because they have 
shared clarity on what matters.
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Choosing direction  
over density
Measurement has gotten faster and more granular. That's real progress.  
But more data doesn't automatically mean better decisions. 



The harder work is narrowing focus, connecting metrics to outcomes that 
actually matter, and knowing when the numbers need context that only 
judgment can provide.

More data is inevitable.  
Better decisions require intention.

When marketing leaders treat data as a compass that informs direction, 
rather than a floodlight that illuminates everything at once, teams move 
with greater confidence and greater impact.

Ready to stop chasing data and 
start driving impact?

Talk to an expert

https://monday.com/ap/landing-pages/marketing-persona
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