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Executive Summary
In first quarter 2009, 4A’s and ANA partnered with Bellwether Leadership Research &
Development on a project to better understand how agencies and marketers can work
more easily and successfully together to integrate their traditional (e.g., TV, radio, print) and
digital media (e.g., Internet, search, mobile, widgets, social media, etc.).
This research continued other related work 4A’s and ANA have done.
•

In April 2008 ANA released the findings of an annual survey conducted to help shape
its Masters of Marketing Annual Conference, identifying integrated marketing as the top
priority of senior marketers for the second year in a row.

•

In May 2008 ANA released Integrated Marketing, 3rd Edition – Barriers and
Opportunities. That work identified a number of best practices for more effective
integrated marketing, but it was broad in scope and did not provide any specific insight
on the impact of digital.

•

Marketing & Media Ecosystem 2010 (MME 2010) was a joint year-long, multi-phase
study from 4A’s, ANA and IAB (Interactive Advertising Bureau). It identified the
priorities, capabilities and partnerships required across the marketer-agency-media
value chain to optimize now and prepare for the future. Findings were released in
October 2007, February 2008 and September 2008.

This new research from 4A’s, ANA and Bellwether builds off the prior learning to better
understand how agencies and marketers can work more easily and successfully together to
integrate their traditional and digital media.
•

4A’s surveyed CEOs and senior executives from both traditional and digital agencies,
resulting in 146 responses.

•

ANA surveyed members of its marketing and media committees (mostly mid-level to
senior-level executives), resulting in 122 responses.
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Separately, Bellwether conducted one-on-one interviews with 26 senior executives from
agencies, client-side marketers, and digital media suppliers.
This topline summary focuses on the findings from the 4A’s and ANA quantitative research.
The appendix (www.ana.net/bellwetherappendix) is a report from Bellwether entitled, “294
Advertiser, Agency, and Digital Media Company Perspectives on How to Work More Easily
and Successfully Together.” It provides:
•

25 actionable development suggestions for 4A’s-agency members

•

25 actionable development suggestions for ANA-advertiser members

•

20 actionable development suggestions for digital media companies

The Client Perspective
Overall, client-side marketers are much more satisfied than not with their company’s progress in
integrating traditional media approaches with newer digital media—59% satisfied versus 31% not
satisfied.
The lack of metrics to properly allocate the mix of traditional and digital media is the top problem
with integration, according to client-side marketers. The greatest challenges to measure marketing
ROI are data scattered across organizations, allocating resources to do the work and inconsistent
data formats.
Senior management understanding the value of combining traditional and digital media is low to
moderate—and that is another barrier to greater use of digital media.
Fifty percent of marketers allocate 10% or less of their media budgets to digital media (e.g., Internet,
search, mobile, widgets, social media, etc.) and 50% more than 10%.
The Agency Perspective
The top frustration agencies have about working with clients in integrating traditional and digital
media is the client doesn’t understand how customers use digital media.
The top two agency challenges for integrating digital media into larger-scale marketing programs are
client related:
•

Lack of client awareness about the benefits of developing a more integrated approach

•

Lack of client cooperation across their operating/divisional channels

Agencies rank their own internal issues (e.g., agency financial incentives) as lesser challenges.
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Client/Agency Advice for Integrating Traditional and Digital Media
Both advertisers and agencies have similar advice for integrating traditional and digital media.
•

Become as educated as possible on new/digital media.

•

Set clear goals and understand business objectives up-front.

•

Understand your consumer.

•

Be willing to test and learn.

•

Integrate digital and traditional media.

•

Commit to metrics and analytics.

Clients also feel it is important to have a dedicated digital team while agencies advise that one should
not immediately assume there is a role for digital in every campaign.
Back Office Reconciliation of Internet/Digitally Related Billing
Agencies rate issues regarding back office reconciliation of Internet-digitally related billing as much
bigger concerns than do clients (perhaps due to a lack of awareness among clients of these issues).
Top agency issues:
•

There are too many discrepancies between purchased and invoiced Internet-related advertising
inventory.

•

Reconciliation of discrepancies takes too long.

The 4A’s, in collaboration with the IAB, has made significant progress in reinventing the process
of buying and selling digital media. Project Reinvention will soon result in significantly reduced
discrepancies between media purchased and media run, thus streamlining the media supply chain.

3

Detailed Findings
Satisfaction with Company’s Progress in Integrating Traditional and Digital Media (ANA survey)
The majority of client-side marketers are satisfied with their company’s progress in integrating
traditional media approaches with newer digital media—59% satisfied versus 31% not satisfied.

Very Satisfied

7%

Very Dissatisfied

8%

Somewhat Satisfied

Somewhat Dissatisfied

52%

23%

Neutral

10%

Those that fell into the neutral/dissatisfied categories appear to be held back by lack of experience/
education in digital media.
Problems in Integrating Traditional and Digital Media (ANA survey)
The lack of metrics to properly allocate the mix of traditional and digital media is the top problem
with integration, according to client-side marketers (from a selection of five choices). Issues were
ranked on a 0-5 scale, with 0 being no problem at all and 5 being a major problem
Having metrics to properly allocate the mix of traditional and digital media

4.25

Key people at company lack understanding of digital media

3.95

Reluctance to move funds from “tried and true” practices of the past

3.89

Internal organizational silos impede a focused enterprise-wide approach

3.74

It is difficult to get multiple agencies to collaborate effectively on integration

3.41
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Progress in Measuring Marketing Investment ROI (ANA survey)
Progress in measuring marketing investment ROI is a bell curve; most are in the middle, rating their
company as average. Slightly more respondents rate their company above average versus below
average.

50%

46%

40%
30%
23%
16%

20%
10%
0%

8%

Well Above Average Above Average

7%

Average

Below Average Well Below Average/
Don't Measure

Challenges in Measuring Marketing ROI (ANA survey)
The greatest challenges to measuring marketing ROI are data scattered across organizations,
allocating resources to do the work, and inconsistent data formats. Issues were ranked on a 0-5
scale, with 0 being no problem at all and 5 being a major problem.
Data is scattered across organization(s)

3.19

Allocating resources to do the work

3.18

Data formats are inconsistent

3.15

Internal organizational silos/politics get in the way

2.90

Finding the right person to do the work

2.56

Terminology is inconsistent

2.29

Open-ended responses to challenges in measuring marketing ROI include multiple mentions of a
lack of understanding on how to go about it, including determining the metrics to track.
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Percentage of 2009 Media Budget Expected to Be Dedicated to Digital Media (ANA survey)
Fifty percent of marketers allocate 10% or less of their media budgets to digital media (e.g., Internet,
search, mobile, widgets, social media, etc.) and 50% more than 10%. Thirteen percent of marketers
allocate more than 30% of their media budget to digital media, with 5% allocating more than half of
their budgets to digital.

Less than 5%
Greater than 50%

12%

5%

31-50%

8%

5-10%

38%

21-30%

17%

11-20%

19%
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Senior Management Understanding the Value of Combining Traditional and Digital Media
(ANA survey)
Senior management understanding the value of combining traditional and digital media is low to
moderate.

Majority of them are very
savvy and well-informed

18%
Few if any of the senior management
are savvy or well-informed

12%

A minority of them are very
savvy and well-informed

18%

It’s 50/50 – about half
understand and the
other half does not

52%

Agency Challenges Integrating Digital Media into Larger-Scale Marketing Campaigns (4A’s survey)
The top two challenges from a list of seven choices were client related.
•

Lack of client awareness about the benefits of developing a more integrated approach

•

Lack of client cooperation across their operating/divisional channels

Meanwhile, agencies feel that their internal issues are less of a challenge for integrating digital media
into larger-scale marketing campaigns for their clients. Issues below are listed in descending order—
from greater to smallest challenge.
•

Lack of digital expertise

•

Agency operating structure

•

Agency culture—traditional ways of working together

•

Agency politics

•

Agency financial incentives (e.g., separate agency profit centers)
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Frustrations about Working with Clients in Integrating Traditional and Digital Media (4A’s survey)
The top frustration agencies have about working with clients in integrating traditional and digital
media (from a list of five choices) is:
•

The client doesn’t understand how customers use digital media.

Other potential issues were ranked as follows in descending order—from greater to smallest
challenge.
•

The clients only want to use the “tried and true.”

•

The clients aren’t technologically savvy.

•

The operating divisions/groups/silos don’t talk to each other.

•

The media buys are not big enough to justify the cost of the work.

Advice for Clients on Integrating Traditional and Digital Media (4A’s and ANA surveys)
Both advertisers and agencies were asked what advice they would give a colleague (the advertiser
question) or a client (the agency question) on integrating traditional and digital media. The openended responses of advertisers and agencies were remarkably similar.
•

Education: Become as educated as possible on new/digital media. Immerse yourself. Network
with others who have incorporated digital media successfully.

•

Goals and objectives: Set clear goals and understand business objectives up-front. There is too
much spending against poorly defined goals.

•

Understand your consumer: Think about the end user. Know where your customer is online and
what they are doing.

•

Be willing to test and learn: Early pilots and “failures” may lead to big wins later. Take a small
portion of your budget and experiment. Be patient.

•

Integrate: Digital and traditional must be planned together. Do not think of digital as a separate
“add-on.” One-offs in digital are the same as one-offs in other marketing activities. Remember
that no vehicle or marketing discipline succeeds on its own.

•

Measure: Commit to metrics and analytics and use them to make your business case. Agree upfront on the definition of success.

A piece of advice that came up a lot in the advertiser survey:
•

Have an internal dedicated digital individual or team: A dedicated individual or team is
imperative to constantly keep up on the latest digital trends.

A piece of advice that came up many times in the agency survey:
•

Don’t immediately assume there is a role for digital: “Cool does not equal necessary.” Because
you read about something as the next big thing does not mean that it makes sense for your
business.
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How Effective Are Digital Media Suppliers at Working with Advertisers (ANA survey)
Overall, client-side marketers rate digital media suppliers as more effective than not at working with
them—although there are many still in the neutral category.

Very Ineffective

1%

Very Effective

8%

Somewhat Ineffective

8%

Somewhat Effective

44%

Neutral

39%

Those that answered neutral or ineffective sited the same issues as agencies about working with
digital media suppliers. (See below.)
What Do You Find Frustrating about Working with Digital Media Companies?
(4A’s and ANA surveys)
The key areas of frustration for advertisers and agencies about working with digital media companies
were very similar.
•

Arrogance: This word was used frequently (although the majority of respondents had no
complaints in this regard).

•

Big Budget Mentality: A perception exists that digital media companies tend to work mostly with
clients who have deep pockets. It’s hard to get them to provide creative solutions for smaller
budgets.

•

Customer Service: Many of the big players are perceived to have inconsistent customer service.
It can be difficult to talk to someone. There also seems to be a high turnover rate for reps, so
if you do actually reach someone to help you, they may be gone by the next time you make
contact. Sometimes there can be several different people from the same company calling on you
for different business categories.
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Back Office Reconciliation of Internet/Digitally Related Billing (4A’s and ANA surveys)
Agencies rate issues regarding back office reconciliation of Internet/digitally related billing as much
bigger concerns than do clients (perhaps due to a lack of awareness among clients of these issues).
Top agency issues are:
•

Too many discrepancies between purchased and invoiced Internet-related advertising inventory

•

Reconciliation of discrepancies takes too long

•

Lack of adequate manpower

•

Lack of adequate process and systems
Moderate
Problem

Significant
Problem

Not a Problem

Minor Problem

Huge Problem

Client
%

Agency
%

Client
%

Agency
%

Client
%

Agency
%

Client
%

Agency
%

Client
%

Agency
%

Too many discrepancies
between purchased and
invoiced Internet-related
advertising inventory

44

8

19

12

27

34

7

24

3

22

Reconciliation of
discrepancies takes too
long

43

11

19

20

21

32

16

30

1

8

My agency does not have
the adequate manpower
resources to handle the
Internet-related billing

59

18

14

32

19

20

6

16

3

14

My agency does not have
the adequate process
and systems in place
to handle the Internetrelated billing

57

24

20

26

19

20

3

19

1

11

My company (or my
client for agencies) does
not have the adequate
manpower resources
to handle the Internetrelated billing

55

28

15

37

22

14

5

12

3

9

My company (or my
client for agencies) does
not have the adequate
process and systems
in place to handle the
Internet-related billing

54

33

19

27

19

19

4

13

3
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The 4A’s, in collaboration with the IAB, has made significant progress in reinventing the process
of buying and selling digital media. Project Reinvention will result soon in significantly reduced
discrepancies between media purchased and media run, thus streamlining the media supply chain.
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Putting It into Perspective
Challenges certainly exist for agencies and marketers to work more easily and successfully together
to integrate traditional and digital media.
While most marketers are satisfied with their company’s progress with integration, there are two
themes that continually come up from both agencies and marketers—education and measurement.
Education
The top frustration agencies have about working with clients in integrating traditional and digital
media is that clients don’t understand how their customers use digital media. Meanwhile, clients
themselves report that key people at their own company, including senior management, lack
understanding of digital media. These things also create barriers to using the full range of effective
media choices to the best competitive advantage.
Clients should become as educated as possible in digital media, but that’s easier said than done in
this time-starved world. The 4A’s and ANA could play greater roles in this education process.
Measurement
According to the client-side marketers who participated in the study, most would place their efforts to
measure marketing investment using ROI metrics in the middle of a bell curve, rating their company
as average. According to these clients, the lack of metrics to properly allocate the mix of traditional
and digital media is the top problem in developing more integrated marketing efforts. This is
interesting, given the fact that most digital media is indeed highly measurable and suggests there is
a ‘knowledge gap’ that can be closed through personal effort and more formal continuing education.
Clients and agencies agree on committing to metrics and analytics and using them to make their
business cases. Measuring ROI is most achievable when it is an integral part of the planning
and development process. Stakeholders should agree up-front on which metrics to track and the
definition of success. It is also important to develop ROI metrics and related measurement processes
that can be used broadly enough across an organization so that they can achieve common usage or
adoption.
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Appendix
The appendix (www.ana.net/bellwetherappendix) is a report from Bellwether entitled, “294
Advertiser, Agency, and Digital Media Company Perspectives on How to Work More Easily and
Successfully Together.” It provides:
•

25 actionable development suggestions for 4A’s-agency members

•

25 actionable development suggestions for ANA-advertiser members

•

20 actionable development suggestions for digital media companies
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About the 4A’s
Founded in 1917, the American Association of Advertising Agencies (4A’s) is the national trade
association representing the advertising agency business in the United States. Its membership
produces approximately 80 percent of the total advertising volume placed by agencies nationwide.
Although virtually all of the large, multinational agencies are members of the 4A’s, more than 60
percent of their membership bills less than $10 million per year. The 4A’s is not a club. It is a
management-oriented association that offers its members the broadest possible services, expertise
and information regarding the advertising agency business. The average 4A’s agency has been a
member for more than 20 years, and a dozen agencies can trace their memberships back to the
group of 111 agencies that founded the 4A’s in 1917.
For more information, visit www.aaaa.org.

About the ANA
The Association of National Advertisers leads the marketing community by providing its members
with insights, collaboration, and advocacy. ANA’s membership includes 400 companies with 9,000
brands that collectively spend over $250 billion in marketing communications and advertising. The
ANA strives to communicate marketing best practices, lead industry initiatives, influence industry
practices, manage industry affairs, and advance, promote, and protect all advertisers and marketers.
For more information, visit www.ana.net.

About Bellwether Leadership Research & Development
Most of Bellwether Leadership Research & Development’s work is conducted with the objective of
producing client-specific actionable development suggestions to support marketing, advertising,
sales and eCommerce activities. Current and past clients include: Google, Toyota, Procter & Gamble,
AT&T, Tumri, Intel, eBay, Ford, GSK, Philips, Brown-Forman, Omnicom, WPP, BBDO, TBWA, and
McCann Worldgroup, and many others.
Bellwether Leadership Research & Development has a sister company, Bellwether Digital
Bridge, LLC, that helps clients develop education, knowledge sharing, and ROI measurement
processes.
For more information, visit www.bellwetherleadership.org or www.bellwethergroup.org.
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