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Market context
Marketing and media today have become complex 
and messy. Chief Marketing Officers must contend 
with fragmentation, an increasing number of different 
players providing technology platforms and solutions, 
and a whole new lexicon of marketing technology.
 
The job of the CMO is surely the most disparate and 
all-encompassing in the C-suite. There are many 
different components jostling for limited attention – 
from creative to data, from tech to analytics, from 
customer experience to media. CMOs are at the 
forefront of digital transformation for brands – often 
leading the development of new customer experiences 
– yet they can feel like they’re playing an expensive 
game of cat and mouse. Just when they think they’ve 
dealt with one, another appears. Just as one problem 
is solved, new ones emerge.

For instance, a recent study from Gartner showed that 
the CMO’s IT budget is typically on the same scale as 
the average Chief Information Officer.1 More than 20% 
of all marketing spend now goes towards marketing 
technology. Analytics has also come of age. Gartner 
reports that more than 9% of global marketing 
budgets were dedicated to analytics in 2017. With so 
many different domains to control and align, CMOs 
run the risk of being jacks of all trades. The diverse, 

changing responsibilities in the function designed 
to drive growth are well-captured in the coverage 
of a recent report by the CMO Council, “From Chief 
Storyteller to Chief Growth Officer, the Changing Role 
of the CMO”2.

The challenges and complexity that CMOs face are 
nowhere more acute than in media. This makes it 
hard to get out of the weeds – of issues as diverse as 
brand safety, viewability, contract compliance, media 
efficiency and effectiveness – and see the bigger 
picture. Pulled in dozens of different directions, by 
both the big idea and Big Data, it's a wonder that 
marketing leaders are able to focus on media in the 
context of marketing and overall business goals. And 
yet it’s only by seeing all aspects of media in the round 
that CMOs can make truly informed decisions about 
insight, media planning, media buying and activation, 
content strategy that drives results, and measuring 
real outcomes. What’s more, while media might be 
messy, there are still some fundamental principles of 
media management that haven’t changed. These help 
CMOs to define and design the best operating model 
for their business, implement this media strategy, and 
manage their agencies and tech partners, ensuring the 
right governance and compliance is in place.

At Ebiquity, we’ve spent the past 20 years as the 
‘left-brain’ advisor to the CMOs of many of the 
world’s biggest advertisers. Our purpose is to create 
clarity for marketing leaders. To help them put all 
the different and increasing number of components 
of media into their proper context. To enable them 
to choose the right agency and ad tech partners. 
To continuously manage media performance and 
ensure best-in-class media governance. And to 
empower CMOs to leverage media and content to 
maximise return on investment and deliver greater 
business profit. 

In this Viewpoint paper, we consider all the different 
domains of media that CMOs need to master to make 
them work hardest for their brands, both at the level 
of individual components and as an integrated whole. 
We do this by setting out the framework we use with 
our CMO clients that enables them to master all the 
interconnected challenges of media – operational, 
technological, creative, and organisational – as an 
integrated whole. It’s our ambition that it becomes 
the defining framework to help CMOs tame the 
increasingly fragmented media ecosystem.
1  CMO Spend Study 2017-2018 (Gartner), October 2017
2 Modern Marketing Today reporting on The CMO’s Growth 

Driving Playbook (The CMO Council), September 2018
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How media has changed
It’s a truism of modern media management that the 
media ecosystem has become much more complex 
since the advent and growth of digital media. Before 
we outline our framework for CMOs to deal with the 
new world order, using well-established principles, it’s 
worth reflecting on how much things have changed.

Historically, the media supply chain involved three 
principal parties: the advertiser, the media agency, 
and the publisher, as illustrated in Figure 1. Sales 
houses and ad networks evolved between agencies 
and publishers, but the line of sight from advertiser 
to publisher was relatively clear, and the rules of 
engagement were well established.

The modern media supply chain, in contrast, is highly 
complex, as shown in Figure 2. The application of 
technology and data to trade media – increasingly 
programmatically – has many claimed benefits, 
including better targeting of the right audiences in 
the right places at the right time, deploying the right 
content. But it has also created an ecosystem that 
is much harder to manage, and there are now many 
more players taking their share of CMOs’ budgets.

 

Figure 1.  
The traditional media supply chain 

Figure 2.  
The digital media trading ecosystem 
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Figure 3.  
Erosion of value down the digital media supply chain

As a result of this complexity and increase in the number of players, many CMOs say they don’t know where 
their budgets are going. It’s also one reason why many brands find it hard to demonstrate meaningful return 
on investment from their digital media budgets. This is because so much of the budget is eroded as it moves 
through the value chain – thanks to the so-called ‘Tech Tax’ – before it ever reaches publishers, let alone 
consumers. This is best illustrated by the programmatic “waterfall”, which exemplifies the challenges that CMOs 
face with media today (see Figure 3).

In programmatic digital media trading, there are cases where  
~ $0.15-0.20 of every $1 could reach a real audience (display example)

Source: Ebiquity analysis of various 

sources, including Integral Ad Sciences, 

Google, ComScore, Nielsen, and Lumen
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❝
CMOs need a structured 
framework to make 
sense of all the aspects 
of today’s complex and 
fragmented media 
landscape and to take 
advantage of the 
emerging opportunities 
available for brands.
Christian Polman  
Chief Strategy Officer
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One holistic framework for 
greater media management

To cut through the clutter and the hype of the 
modern media landscape and to run media in 
a way that optimises return on investment and 
ensures robust governance, CMOs need to approach 
media using a structured framework. This framework 
represents a best-practice approach that sets 
advertisers up for overall business success. 

The Ebiquity Media Model helps CMOs elevate 
media and marketing to the C-suite, enabling them 
to maximise ROI at three levels:

• At the strategic level: by defining and designing 
the right media strategy and operating model, 
and selecting the right partners; 

• At the operational level: by implementing the 
model – from insight to outcomes via planning, 
content strategy, buying, and activation, and 
leveraging extensive data and insights; and,

• At the tactical level: by managing media to ensure 
independent governance and compliance that 
builds trust and the desired level of transparency.

The Ebiquity Media Model helps CMOs to have 
a holistic view of media within marketing and business, 
and at these three distinct levels. CMOs often find 
that they and their teams are active in two or more 
levels simultaneously, and the model is certainly not 
linear. But broadly speaking, the three levels, as spelled 
out in Figure 4., cover activity from the top of the 
model, working downwards.

The Ebiquity Media Model™  
Figure 4.  
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❝
At the heart of our 
end-to-end approach 
is the Ebiquity Media 
Model, which is based 
on established principles 
that lead to great 
media management. 
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Level 1: Define & design

The first level in managing media effectively requires 
CMOs to define their overall approach and strategy 
for media. Based on our end-to-end experience with 
the ecosystem, we guide CMOs through a structured 
process of introspection and investigation. This helps to 
determine whether – say – you view media as a driver 
of consumer behaviour, a lever to meet sales goals, or 
a strategic tool to change consumer perceptions. In 
essence, the define phase establishes the role of media 
as part of marketing and within the business overall.

With strategy determined, next comes the design 
phase. Here, CMOs develop the optimal organisational 
design for making the most of media in marketing, 
both in-house and through agency partnerships. 
It requires defining what pieces you need, which 
you will do via partners, and outlining key roles and 
responsibilities. In the ever-changing media ecosystem, 
there’s a war on talent and there’s no end in sight. 
Individuals with knowledge and experience of all 
different elements of media are in high demand, and 
the balance between outsourcing and in-housing 
requires more than just identifying the right partners 
and employees. Attracting talent is table stakes; 

retaining, growing, and motivating talent to stay 
requires a broader strategic vision.

As part of the design phase, CMOs need guidance on 
how to join and hold the different component parts 
together. This includes bringing together all the 
different sources of data, intelligence, and insight that 
inform an advertiser’s media strategy. To support CMOs 
across the broad array of issues they need to consider, 
our team at this phase comprises experts from each 
of our three practices: Media, Analytics, and Tech.

Identify the role of media in the context of overall business goals.  
Design the optimal media model to deliver against media strategy.

CMO benefit: ensures that media is set-up as an 
effective and efficient strategic lever for growth 
and profit, focused on overall business contribution. 
Getting design right means that media is no longer 
seen through the lens of a transactional advertiser-
agency relationship. There are dozens of different 
models available. Picking the right one for your needs 
prevents problems down the line.

The Ebiquity Media Model™ 

Media governance and compliance

Technology and data

Principle 1: Define & Design
Establish the role of media in the context of overall 
business goals. Design optimum media model.

Principle 2: Implement
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Embed partners and platforms; ensure the 
right governance and compliance is in place.
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Level 2: Implement

The second level is all about making it happen; about 
capabilities right across the value chain, from media 
insights to outcomes. Identifying and selecting 
the right partners is a blend of art and science; it 
requires knowing who will deliver the intelligence 
you need to plan, buy, and activate in a way that 
delivers optimal results. It also involves getting 
the right people on board, and measuring genuine 
business impact most effectively. And an integral 
part of success here comes from setting the right, 
measurable objectives for media activity – outcomes 
and impacts, not outputs or outtakes. A challenge 
for advertisers here is to set the right objectives for 
media performance. Objectives need to be specific 
and challenging. Best practice demands that brands 
deploy analytics and econometrics to evaluate the 
hypotheses they test, often in real time.

Identify, select, and on-board partners to deliver against media strategy.

CMO benefit: implementing, on-boarding, and 
embedding both internal and external resources, 
partners, and technology is complicated and high 
risk. Taking the time and effort to get it right pays 
dividends in the long term.

The Ebiquity Media Model™  
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Level 3: Manage

Finally, the best laid plans can fail if CMOs don’t put 
in place the right media governance and compliance 
processes, checks and balances. There are new 
entrants to the digital media ecosystem every month, 
new ways of working and charging for media, and new 
terminology. Whenever changes are made to the way 
your agency and tech partners transact media, this 
should be reflected in the contracts you hold with your 
partners. Contracts and contract compliance deserve 
particular attention and focus.

At this stage, we work with CMOs on media 
governance both internally and with external partners. 
Securing optimal value from agency and ad tech 
partners is critical, and so is getting the balance 
right between media governance at both a global 
and a local level. We work with CMOs to balance 
central command and control with market-level 
independence, from using the right approaches 
to issues as diverse as data, ad verification, 
content strategy, measurement, and evaluation.

Two years ago, FirmDecisions and Ebiquity 
partnered with the U.S. Association of National 
Advertisers (ANA) to publish a definitive set of 

recommendations on how to drive transparency 
into all aspects of media trading. This included 
recruiting and/or appointing a Chief Media Officer 
“who should take responsibility for the internal 
media management and governance processes 
that deliver performance, media accountability, 
and transparency throughout the client/agency 
relationship”. The seven core recommendations from 
the report are shown on page 10.

CMO benefit: ensures that all elements are constantly 
“tuned” to deliver maximum impact and value as 
the media landscape changes. Guarantees that 
the right checks and balances are in place to keep 
media investment and all partners aligned with your 
business objectives

Ensure the right checks & balances are in place to keep 
all partners aligned with business objectives.

The Ebiquity Media Model™  
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In summary

Recent experience has taught us that, in light of 
today’s rising complexity, clients are looking for a 
robust, end-to-end framework to make sense of 
media. The Ebiquity Media Model, our recommended 
approach for CMOs to achieve greater value from 
their media, is informed by twenty years’ experience 
as the leading independent media advisor to CMOs 
and our working with 70 of the world’s 100 biggest 
advertisers. Our credentials in this area have also 
allowed us to tackle some of the most pressing 
and significant challenges in media governance 
facing brands today as we transition into an ever-
more digital media ecosystem. This includes our 
work with the ANA to write the “prescriptions, 
principles, and processes” recommended for 
advertisers to achieve greater media transparency.

The Ebiquity Media Model gives CMOs a blueprint 
for media success which ensures they can maximise 
return on investment – strategically, operationally, 
and tactically. It’s a structured framework that 
enables CMOs to see the media forest from 
the trees, and fulfil the potential that the ever-
evolving media ecosystem offers brands.

❝
The Ebiquity Media Model 
gives CMOs a blueprint for 
media success which ensures 
they can maximise return on 
investment – strategically, 
operationally, and tactically.

Key questions CEOs should ask about media

1.  
 

2.   

3.   
 

4.   
 

5.  

Do we understand the role of media-
related marketing investments in 
driving business outcomes?

Do we view media as strategically 
important to driving business success?

Do we understand the return on 
investment that media delivers, and 
are we investing at the right levels?

Are we working with the right 
partners, in the right way, to deliver 
our desired business outcomes?

Do we have access to independent 
advice, where required, to solve our most 
complex media-related challenges?
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Appendix 

1  
Agent vs principal where the advertiser agrees to the 
agent acting as a principal, the advertiser should have 
put reliable processes in place to manage potential 
conflicts of interest. 
 
 
2 
Contract content advertisers should ensure that 
contracts with their media agencies contain robust 
provisions to deliver full transparency.

 
 
3 
Contract audit rights advertisers should have robust 
and far-reaching audit rights which allow them to 
fully track contract compliance and measure media 
value delivery.

 

4 
Contract governance advertisers should implement 
strong, disciplined internal processes to deliver 
contracts which ensure strict accountability, 
compliance with effective management principles, 
rigorous governance, and significant senior 
management oversight.

 
 
5 
Data and technology advertisers should take 
ownership of data and exert control over the media 
and technology used on their behalf.

 
 
6 
Advertiser responsibilities advertisers are 
responsible for more active stewardship of their 
media investments and fair compensation of their 
agency partners.

7 
Code of conduct advertisers and media agencies 
should sign up to mutually-binding codes of conduct 
that help to ensure that the intention to deliver 
transparency is actually delivered.

 
 

Media Transparency: Prescriptions, Principles, and Processes for Advertisers 
Recommendations from the ANA report, written by Ebiquity and Firmdecisions.
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Media   
Achieve higher media performance through best-
in-class media management and transparency

Analytics   
Build evidence-based marketing programmes 
rooted in data and analytics

Tech
Design the right technology ecosystem to drive 
higher value from digital investments

With 18 offices globally, we offer full coverage 
of the world’s largest advertising markets: 

Our consultants and experts work with market-leading 
local and global brands across three key areas:

We are a leading 
independent marketing 
and media consultancy 

Our ambition is to help brands 
harness the power of data, 
analytics, and technology 
to improve marketing outcomes

ebiquity.com

http://ebiquity.com

