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Kerry O’Shea Gorgone:   Welcome to Marketing Smarts, a podcast brought to you by MarketingProfs. I’m your 
host Kerry O’Shea Gorgone. Thank you for listening.  

 
 As always, we’d love to know what you think of the podcast. Please do write us a comment on 

our website, write us a review on iTunes, or reach out to me on Twitter @KerryGorgone. 
 
Today on Marketing Smarts I’ll talk with Kiki Burton, Senior Manager of Product Strategy at 
Adobe, about data management. We’ll talk about how that old problem with silos between sales 
and marketing at your company can be hindering your performance in terms of data 
management. We’ll also talk about choosing, implementing, and managing a data management 
platform, and ways that you can use data to power your marketing. I’m glad to have Kiki with us 
today.  

 Kiki, thanks so much for talking with me. 

Kiki Burton:   Thanks so much for having me here. 

Kerry: Let’s talk about marketing and advertising team structures, because it seems to me that can be 
a real problem in terms of hindering the promise that data management platforms offer.  

Kiki: Absolutely. When you pull a data management platform into your organization you’re 
fundamentally changing how you think of data, but more importantly how you’re messaging and 
engaging with your customers. In order to ensure that you have a successful program and can 
really take advantage of the technology in play you need to make sure that you’re organizing the 
various groups and different organizations internally to be aligned for the most cohesive and 
effective program possible. 

Kerry: How do you start doing that? At this point, especially in large organizations, you have a large 
sales team and you have a large marketing team, but even in midsize and small organizations 
there is still a division between marketing and sales.  

Kiki: It’s a challenge that a lot of companies have, regardless of the size. Our recommendation is to 
have a top down and a bottom up approach. You need to ensure you have C-level buy-in to help 
define the strategy and really set the expectation for change and what you expect the 
organization to do. It also requires a bottom up reorganization to make sure that at a very 
tactical level all of these different groups are aligned.  

 My recommendation for doing that is make sure that you have a designated representative 
from every single one of these groups – sales, marketing, content, direct mail, data intelligence, 
or an analytics team – have a sponsor from each of these groups who sits and works together 
almost like on a board to help define and shape what the data management program will be. 
Then in parallel have a very clear and defined owner or group of owners who is going to run the 
day to day and the very tactical execution of that platform. Make sure you have buy-in and 
direction from all of these different groups as you’re setting forth on your strategy.  

Kerry: When you’re trying to get buy-in how do you explain all of the data that you’re going to collect, 
how it’s actually going to benefit them and make their jobs easier?  
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Kiki: It’s important to really articulate the different use cases and the different personas. It’s true, 
every single one of these groups has a different way of how they’re going to be speaking to the 
customer or what their ultimate end goal is, whether it’s up-selling, a specific channel, customer 
retention or acquisition. The use cases can really vary. 

 My recommendation is to really showcase the art of what is possible when pulling in data 
management platform. So often organizations are used to having access to the data that they 
have access to and don’t really think about what is possible beyond the existing confinements. 
With a data management platform all of a sudden you’re going to have access to a ton of 
different data sets that another group might have been using or that you didn’t have the 
technology to combine with your existing data sets. Articulating those use cases and how these 
different teams can benefit from this single cohesive centralized data set is really powerful in 
driving adoption. As soon as you understand what you can benefit from it, you’re going to sign 
up and be really excited to be part of that program.  

Kerry: How does that work at Adobe? I have to think that you’re just swimming in really juicy data and 
there’s probably so much of it that it’s actually really difficult.  

Kiki: Absolutely. We have an interesting program here at Adobe because not only do we provide a lot 
of different technologies but we also have our own marketing initiatives for Adobe.com and all 
of our B-to-C and B-to-B use cases. We call Adobe.com “customer zero” and they’re really our 
incubator for testing all of this and seeing firsthand what some of the challenges other 
companies would struggle with. We’ve gotten wonderful buy-in from our CMO, who has really 
championed a progressive approach to marketing and been really open to new and innovative 
strategies.  

 It has been a lot of testing, tweaking, and optimization by our teams on the ground. We have a 
really tight centralized group that understands the cohesive strategy. Not only are they pulling 
all of this data together, but there is a really big emphasis around making sure that there is 
communication across all of these different groups and sharing of ideas. Also, the optimizing 
and testing, and not being afraid to go back to the drawing board and start over. It has been a 
really interesting journey to start to play around with different data sets and different marketing 
tactics and really learn what works and what doesn’t work, and learn from that.  

Kerry: How different is it using this kind of approach for your own marketing versus for clients?  

Kiki: I think it’s important to really understand what the challenges are rather than just offering 
advice and textbook examples on how you should fix that, really getting feedback around what 
works and what doesn’t work. We’ve been able to really help our customers formulate their 
plans for structure and reorganization.  

 We actually have our Adobe.com team speaking and working with our customers around 
organizational alignment and the feedback that I always hear over and over again is that the 
actual technology, regardless of the different type of platform you’re using, is relatively 
straightforward. Yes, there’s implementation work and there’s alignment work, but the real 
hard part is driving that organizational change. A lot of times it’s hiring new skill sets, but also 
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taking the time to really retrain and invest in additional capabilities and additional enablement 
opportunities for your existing teams. 

Kerry: Training is not an insignificant investment for most companies, so I would imagine there would 
be some hesitation to devoting additional staff time to learning how to use these resources 
properly, but you’re saying the payoff is worthwhile. 

Kiki: Absolutely. To your point, there are not many classes in undergrad where you can go and 
specialize in data management. The enablement piece can be challenging. One thing that Adobe 
team has done is our CMO really realized that there is a lot of young talent out there that really 
understands the intricacy and the technology associated with all of these emerging platforms, so 
we’ve really invested in expanding our team base to be able to pull in some of this new 
expertise. 

 As far as enablement for our customers, we always recommend having a crawl-walk-run 
approach. While that may seem cliché, it’s super critical to make sure you learn and can apply 
that learning as you go. If you try to launch a new data strategy on day one with all of these 
thousands of new use cases, segments, and applications, you’re just going to drown in the 
amount of work that’s needed and the amount of new platforms to learn.  

 Instead we recommend start with a couple key cases. What’s going to bring the most lift to your 
company? Where are the biggest points of pain right now? Let’s look to solve those and learn 
about how to do that, and then get deeper and deeper and more advanced use cases and more 
advanced applications. That way your strategy can grow in parallel with the enablement needs 
of your team. 

Kerry: Is it possible to break your data management system on the first day, does that happen? 

Kiki: No, we don’t worry much about breaking the system. What we worry about is not having the 
thoughtfulness or putting the time in to really set the strategy before building it out because 
you’re going to be pulling in a ton of different data sets and you’re going to be developing a ton 
of different identities. While data management platforms are very nimble it’s important that 
you have a good structure and organization of the data from day one, otherwise there’s going to 
be a ton of work down the road to clean it up. I don’t worry that much about breaking it, I worry 
more about having that clear defined program to build it from the ground up in the most 
effective manner possible.  

Kerry: Tell me about a company that’s doing great things with their data where it has really made a 
difference in their business results. 

Kiki: There are a lot of different types of industries that can really benefit from a DMP. Where we’ve 
seen some of the most advanced use cases are from some of our financial services customers, 
because they typically have really deep business insights and data analytics teams from all of 
their direct mail and offers programs. By taking all of that offline expertise and really harnessing 
the internal experience around there and being able to combine that with online data, 
combining that with other sources of second and third party data, they can really benefit from 
this cohesive definition of a customer that they can then use to optimize their existing direct 
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channels and also really unify that experience across search, mobile, display, the actual content 
of the page, etcetera. 

Kerry: How important would you say a data management platform is to company’s overall success? 

Kiki: It’s absolutely critical. As the consumer is being more and more sophisticated in engaging with 
brands across multiple devices it’s critical that they have a cohesive experience and really feel 
like the brand understands them and is tailoring the appropriate messaging to them. In order to 
make sure you have that tight dialogue with your customers you really need to have this 
centralized repository of information and understand and be able to identify different types of 
customers to tweak the messaging back to them accordingly. Otherwise you’re just not going to 
be able to keep the engagement of your end users. 

Kerry: What kind of training do you provide so that people can use the data effectively to offer more 
convenience and more customization without crossing that fine line over into being creepy?  

Kiki: There’s always the creepiness factor. From an enablement perspective we really approach it in 
two different ways. One is the actual execution of the platform and how to use it, how to build 
an audience, how to syndicate that. That’s fairly straightforward, it’s not rocket science to use 
any of these platforms.  

 The more challenging piece is really around how to most effectively use it and what data is most 
important. In order to do that we really advise customers to work with our consultants (or we 
have a wide network of consultants with other leading partners in the industry) to really help 
build that strategy because it’s going to be very custom to every single customer out there using 
a DMP based on their data sets.  

 Another important thing to call out is all DMPs should always manage all of their profiles and 
audience data in a very secure privacy compliant way. The ideal DMP has no personally 
identifiable information. In order to ensure that a DMP really upholds those privacy standards 
there are a variety of methods to import data in the appropriate way so that it’s all anonymous 
and done in a privacy friendly way.  

Kerry: How secure and private does it have to be on a scale of 1 to 10 where no security at 0 would be 
like Ashley Madison? How much better do you have to be than that?  

Kiki: It’s important to really call out that a DMP is not going to be your CRM platform, it’s not going to 
be your basis for all of your customer information, all of your first and last names, all of your 
emails, it’s not going to be your Ashley Madison database. Instead it’s going to pull specific data 
from there, but it’s all going to be done in a very anonymous way.  

 Yes, from a security perspective it’s important to make sure that the platform you’re using has 
state of the art security standards and reliable methods and tools for organizing that data and 
partitioning it accordingly. At the same time, none of the data in the DMP can ever be traced 
back to a specific individual, it’s all done in an anonymous was so that customers can remain 
privacy compliant. That is absolutely critical. 
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Kerry: I know a lot of companies collect data, but they don’t so much manage it. When you’re working 
with a new client what’s the first thing you ask them to do?  

Kiki: The first thing I ask them to do is to take an inventory of all of the first party data that they have. 
There’s a huge expectation in the industry that you’re going to have to go buy all of this data 
and that you really need to add on through purchasing data to make sure that you have robust 
audiences. While there are definitely some data sets that you might need to purchase because 
you don’t have them natively, so often customers are sitting on a goldmine of first party data 
that’s just there untapped.  

 We go through an exercise of understanding what you have in your web analytics tool, what you 
have in your CRM, do you do surveys, what do you collect through your email channels, 
etcetera. We really do a full inventory of the data that they currently have and identify which 
elements are most relevant for their needs and make sure those are incorporated into the DMP.   

 Once all of that first party data is aggregated you can start to see where the specific holes or 
gaps are where they don’t have that data natively and develop a strategy to go and purchase or 
acquire that data through second and third party relationships.  

Kerry: So most businesses actually have quite a bit more than they realize.  

Kiki: Exactly. This goes back to the siloed nature and challenges within an organization. A lot of times 
a particular group is only familiar with the data that they have readily available. They don’t know 
about all of this other data that other groups have, that other groups are modeling against, and 
that other groups have really capitalized on. Taking a full inventory and pulling all of that data 
together is really eye-opening for most customers. 

Kerry: How difficult is implementation? You mentioned that that’s something important to most 
companies that you talk with when they’re looking for a process or a solution to manage data.  

Kiki: From a technical perspective, as long as the DMP product that you’re working with ties in all the 
integrations and has built a solid platform, it’s fairly lightweight and fairly easy. I see most 
implementations with Adobe take anywhere from two to eight weeks. It’s relatively lightweight.  

 The more challenging piece is the strategy and the business terms around that. Defining the 
data sets that you want to pull in, defining all of the different targeting platforms or 
personalization channels where you would want to send that data, developing that taxonomy 
and hierarchical setup for that data; those are the pieces that don’t require much technical 
input but really require a lot of collaboration and internal alignment across all of these different 
groups. 

Kerry: Can you share some examples of how it might actually work, how it might look once it’s set up 
and working, how businesses can use this and what kinds of things they can use it for?  

Kiki: The key is to first pull in all of your different data sets. Let’s use a retailer for example. If we 
were working with a retailer customer we would want to first pull in all of their first party data. 
What do they know about previous purchase information? What do they know about data 
captured around in-store engagement or in-store sign ups? All of their analytics information, 
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anything that they’re collecting from surveys or call centers, any media data, pulling all of that 
information into the DMP. 

 Then pulling in any second party data. If there are major channels they have massive 
sponsorships with, say they have a cobranded credit card, identifying where those partner data 
sets exist and what could supplement their first party data. Then pulling in third party data. This 
could be purchase data from major data providers out there like Acxiom or Demandbase around 
demographic, spend pattern information, or geo-data.  

 Now you have this comprehensive view of a customer. You know who your existing customers 
are, who your prospects are, and all of this other relevant information.  

 Now that you have this data you want to create these different segments and personas of your 
users. Who is your diehard enthusiast who comes every single month and has a ton of brand 
affinity? Who are your prospects who have looked for specific products but never actually made 
it down the purchase funnel?  

 Once you’ve defined those different segments, make sure that you’re talking with them in the 
most effective manner through all of your different channels. If I’m targeting a prospect with 
specific messaging around a product that they looked at but never actually purchased, I want to 
make sure that message is consistent across my mobile advertising, across my search 
advertising, I want to make sure that when they come back to the homepage I’m showing them 
the most relevant products and purchase information, I want to make sure that through email 
that’s consistent. Now as the end user navigates across all of these different channels they feel 
like they have a tailored and consistent message coming back from that brand.  

Kerry: Let me ask you this. As somebody who appreciates what goes into this kind of data 
management and customization of messaging, in your personal life do you find yourself 
responding with your data management hat on? Are you thinking, “Come on guys, I bought that 
already, why would I want to see that ad?”  

Kiki: Absolutely. The biggest ones that bother me is if I get a message for something that I’ve already 
purchased. My personal favorite is where I get credit card offers for a credit card I already have. 
I just look at them and say, “You guys are wasting your ad spend. Try to up-sell me here. Why 
don’t you try to get an additional package purchase or let me upgrade to the most appropriate 
credit card?” I absolutely get frustrated when I feel like money is just being wasted. 

Kerry: I was reading in an article recently that nearly two of three Millennials actually have ad blockers. 
Here you are doing this really intricate data analysis so that you can plan advertising and some 
people are just never going to see it. What do you do about something like that?  

Kiki: DMP 1.0 several years ago really came up around advertising. I want to make sure that I’m using 
my media spend in the most efficient way to talk with consumers. That is absolutely still a key 
tenant of the DMP, but DMP 2.0 and where we really see a lot of customers using it today is 
being able to expand that personalization message beyond just advertising. Through content, 
through email, through different touch points beyond just the advertising. Of course people who 
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use ad blockers aren’t going to have that tailored advertising, but that doesn’t mean that the 
message and communication with that customer stops there.  

 As part of DMP 2.0 we’ve really seen the emergence of building a new data economy. It’s 
something that Adobe has really focused a lot on. It’s not just about buying data for advertising, 
it goes back to this larger more cohesive personalization message and really having a platform 
where brands and publishers can exchange data and share data in an open marketplace so that 
through all of those different channels, especially on the content side, you’re really delivering 
the most relevant information and have that native experience for a consumer. 

Kerry: Where can people learn more about you, more about data management, more about Adobe?  

Kiki: On Adobe.com we have a ton of great links to different opportunities. I also have a blog on 
Adobe.com where you can read more about the Adobe DMP. You can also reach us 
@AdobeDMP on Twitter for all of the latest DMP information and relevant content.  

Kerry: Great. I found you on Twitter, too, and I put you on our Marketing Smarts guest list, @khburton. 

Kiki: Fantastic. I appreciate it.  

Kerry: Thanks so much, Kiki.  

Kiki: Thank you.  

Kerry: To learn more about data management check out Kiki’s blog over at Adobe.com. You can also 
follow her on Twitter @khburton and be sure to follow @AdobeDPM for news and thought 
leadership to help you build and bolster the right audience for your message. 

 Thanks for listening here to the very end. This has been the Marketing Smarts podcast, brought 
to you by MarketingProfs. I’m your host Kerry O’Shea Gorgone. Talk with you next week. 

http://www.adobe.com/
http://blogs.adobe.com/digitalmarketing/author/kiki-burton/
https://twitter.com/adobedmp
https://twitter.com/khburton
http://blogs.adobe.com/digitalmarketing/author/kiki-burton/
https://twitter.com/khburton
https://twitter.com/adobedmp

