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One of the more recent acronyms to enter the English lexicon is “VUCA”, standing for Volatile, 

Uncertain, Complex and Ambiguous; the pretence being that we live in a “VUCA world”.   

Certainly, this rings true in today’s political climate, with the Brexit deadline imminent and the recent 

government shutdown in the US. 

Closer to home, it's fair to say that the digital industry is going through its own period of significant 

change. In fact, fewer businesses than ever before are looking for traditional media management 

solutions. Marketers are instead searching for agencies that show accountability for campaign 

performance, demonstrate the effectiveness of media expenditure, and adapt to their business 

needs. 

As marketers demand more from their advertising, consumers are demanding more from their brand 

experiences. In our first chapter, Breaking Down Silos, we explore how ineffective it is to run your digital 

campaigns in silo and outline the first steps you can make towards an integrated digital strategy, 

which will ultimately improve your customer journey. 

As the industry shifts away from traditional agency solutions, we are seeing a variety of pricing models 

become available. In The Price of Success, we dissect the different ways that you can pay your 

agency, and how to ensure that they’re aligned with your business goals. 

Sometimes, however, your needs might be better served by bringing your marketing activity in-house. 

In our final section, In-Housing: What to Consider, we look at the benefits and drawbacks of in-

housing, as well as the ways an agency can help you achieve your goals and fill any gaps you may 

have. 

It is tough to argue that we don’t live in Volatile, Uncertain, Complex and Ambiguous times, but it is 

during these periods that new opportunities emerge. Going into 2019, we therefore, implore 

advertisers not to think of the year as one of challenges, but rather of one of possibilities. 

We wish you a great 2019 and we hope that you find this document thought-provoking. 

DAMIEN BENNETT  

Director of Strategy at NMPi & DQ&A 

INTRODUCTION 
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As an industry, we have been talking about ad 

blocking for years, trying to determine a way to 

mitigate its affects to our businesses. With 20% of UK 

internet users expected to have ad blocking software 

installed on their desktop in 2019 (eMarketer), it begs 

the question, “what are we doing wrong?”.  

 

Although is it really surprising that the number one reason 

for using ad blockers is that there are “too many annoying 

and irrelevant ads” (eMarketer), when our advertising activity 

is more siloed than ever.  

 

By having multiple teams or agencies  run different parts of your 

marketing strategy you end up with limited cross-channel 

communication and data insight, which ultimately results in poor customer 

experience and difficulty understanding the true value of your channels.  

 

Locked in our ivory towers, surrounded by an ever growing amount of data, we have 

forgotten that on the other end of each click or view is a person; a person who doesn’t care 

whether they’re buying in-store or online.  These people are just looking for a product or service that 

can solve a need.  

 

The fact is, there is no such thing as “good” customer experience anymore. What was once 

considered a “good” customer experience has now become so commonplace that it is expected, 

and if it doesn't live up to that expectations then it isn’t good enough. How can we unite our 

channels to help provide the impeccable user journey that our audiences demand? 

 

Starting Small 

 

To combat these pervasive silos, brand marketers are increasingly turning to partners to help with the 

delivery of customer experiences. According to eMarketer, 48% of people believe that these 

partners will help rewire their organisations to become customer-minded first, while 43% think they 

can help to break down silos by working across different teams in the business. 

 

While these two might seem like separate goals, silos and a customer-first mindset are necessarily 

linked. In order to develop that customer-first mindset, you have to break down the silos that are 

stopping you from creating a unified experience. Naturally, this is much easier said than done. 

 

Regardless, the most important thing to do is to make the first step. It’s easy to be intimidated by 

buzzwords like “omni-channel” and “single customer view”, but don’t let them distract you; simply 

focus on what you need to achieve your business goals, and develop a strategy from there. 

BREAKING DOWN SILOS 
 
Ruthie Pinion 
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Moving towards an integrated strategy requires a fundamental shift within your business, which can be 

difficult to do in one fell swoop. There are a number of smaller changes you can make to slowly break 

down your silos, allowing you to gradually change the company’s mindset. 

1. Share data across teams and channels—You cannot hope to integrate your strategies without 

giving all of your teams the same information to work from. This gives them the full picture to work 

from, rather than just elements of a bigger story. For instance, make sure whoever runs your Paid 

Search activity is sharing insights with those who run your Display or Paid Social. They can share 

information like top performing keywords or ad copy which can be integrated into your wider 

messaging and targeting strategies.  

2. Work across disciplines— Not only do your channels have to work together, but you also need 

collaboration across disciplines. Your creative specialists need to be working in combination with 

your media specialists, who all need to work with your technology specialists. By bringing these 

disciplines together, you are in a much better position to optimise your activity. Take creative and 

media; Insights from your media activity will show your creative teams what format or particular 

messaging is working, allowing them to double down on their efforts and help drive even greater 

performance.  

3. Hold integrated meetings—Holding integrated meetings allows everyone who is working on your 

marketing activity to come together in one place, putting your business goals and needs at the 

forefront of everyone’s strategy rather than narrowly focusing on their own actions. 

4. Stop thinking in channels and start thinking in customer stages— This will allow you to think 

beyond individual channels and help you to create a strategy that considers the full customer 

journey. Instead of thinking about Search, Display or Social for instance, you’re thinking about the  

customer and where they are in their journey, what messaging would be right for them now, and 

how can all of these channels work together to make that journey better.  

5. Set KPIs accordingly—When planning and setting KPIs, make sure they reflect cross-channel 

activities and your integrated goals. 

 

Taking Stock 

The monumental journey of removing silos begins with a single step, and for many businesses that will 

involve defining what makes an exceptional customer experience. From this starting point, you may 

find that your current agency relationships and partnerships can not align with your integrated, 

customer-first vision. Your next steps, and our following sections, will involve looking at how you can 

reshape the way you work with your partners so that they continue to support your needs.   

“The  

monumental journey 

of removing silos 

begins with a single 

step” 
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As we plunge headfirst into the most uncertain year 

of the 21st century, secure partnerships are now at 

the top of many wish lists as businesses seek support 

in breaking down silos and becoming more customer

-minded.  

Advertisers have turned to their agencies to devise a 

marketing strategy that will navigate the uncertainty 

and maximise opportunity to drive business growth. As 

agency and client work together to arrive at a sound 

marketing strategy, a conversation of how the commercials 

can be aligned with the strategic outcomes is often 

overlooked.  

This begs the question of how should you pay for your marketing?  

Clearing the Air 

Agencies have been long criticised for the lack of accountability in their pricing 

models. For many years, advertisers found that they didn’t have a full picture of what 

their agencies were doing with their marketing budgets; their activity hidden behind murky 

pricing structures. 

In recent years, there has been significant improvement in the accountability of these pricing models. In 

part, this has come out of the exponential expansion within the space: huge increases in competition led 

to active self-policing, in turn addressing the ‘hours-skimming’ practises that were threatening the integrity 

of the industry’s reputation. 

Confidence has slowly been restored, and the use of agencies has grown year on year. As agencies begin 

to play a much larger role in a cross-channel strategy it has become more important than ever to devise 

the right commercial formula for how your business works with them. 

But how do you choose the right formula for you? 

Finding your Fit 

From monthly retainers to percentage-of-sales tiers, it’s easy to get lost in the details of different ways of 

working. However, this is the perfect opportunity to devise a payment structure that is both mutually 

beneficial and enshrines their role within your complete marketing strategy. 

At the core of this process are three questions: 

1. What makes the most sense for my business? 

2. How do I make sure I get the most out of my agency? 

3. How do I align their targets with my business goals? 

THE PRICE OF SUCCESS 
 
Alex Haynes 
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With every partnership, though, you must tackle these questions together with your agency. 

Understanding the pros and cons of each pricing model is important in deciding your best fit. Whilst the 

topics of incentivisation and business alignment have been on the agenda for some time, an open 

conversation with your agency will help you to find the perfect solution. 

Hours-based rate: 

Perhaps the most transparent model covered here, hours-based pricing gives businesses a clear idea of 

what a project is going to cost them. You’re guaranteed a set amount of time from the specialist 

you’ve brought onboard and, in theory, the completion of the project. 

This model is also highly beneficial to the agency. By quoting a price that covers the cost of their 

employee’s time, they can factor in a reasonable margin to allow the partnership to work. 

However, this approach doesn’t factor a reward or incentive for an agency to complete the project 

quickly and efficiently - the opposite in fact. 

It may also both undervalue and over-simplify the exchange. Your marketing partner will be paid the 

same amount for putting together your invoice as they are for developing the strategy that’s going to 

take your business to the next level. 

Monthly retainer: 

Paying your agency a fixed amount every month allows you to maintain an exact idea of cash-flow 

and resource, bringing both continuity and security into your ways of working. 

From an agency perspective, this lets them see what is profitable and what isn’t when planning their 

method of support. This, in turn, encourages consistency and a long-term view on operating together. 

The difficulty with a retainer is its lack of flexibility. As a fixed cost charge, the agency 

always needs to be careful that the scope of their work doesn’t exceed the 

profit line. Expectations need to be managed at all times. If the client 

needs more resource, then a fixed retainer won’t necessarily cover it. 

Percentage of spend tiers: 

Particularly useful for businesses who are looking to grow 

their operations, the tiered percentage of spend 

approach allows an agency to set different rates at 

different levels of budget. 

By reducing the percentage as the budget level 

increases, agencies ensure that their work becomes 

more cost effective for their clients the more that 

they spend. 

The downside? The very fact that an agency is 

encouraging their client to spend more can 

occasionally be perceived in the wrong light, 

particularly if the reasoning behind doing so isn’t 

watertight. 

The nature of this model also makes it difficult for 

agencies to work with smaller businesses, as the 

media spend needs to reach certain levels before 

an attractive percentage can be tabled. 
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Performance based model: 

This approach is designed to incentivise your agency to the maximum possible extent. By only paying 

them based on a certain action (a sale for example), they will be just as driven to deliver results as you 

are. In that sense, they are entirely aligned with your business goals. 

It is also a payment method that negates a certain amount of risk. You’re able to guarantee an action 

being achieved each time payment is demanded of you. 

The slightly trickier side is that performance based pricing models have to typically centre around 

performance based KPIs. The moment your business is looking to focus on branding or reach, this option 

becomes less of a good fit. 

Better Together 

None of these models are intrinsically bad, or indeed inherently good. You may decide that you don’t 

need to make any changes to your payment models in order to have the outcome you’re looking for. 

An agency that is open to the flexibility you desire, and is able to move fluidly across different payment 

structures as and when your business requires it, is an agency to keep. 

“An agency 

 that is open to the flexibility 

you desire, and is able to 

move fluidly across different 

payment structures as and 

when your business requires 

it, is an agency  

to keep” 
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While agencies can provide a lot of support, stability 

and flexibility, many marketers have begun to bring 

elements of their marketing activity in-house. In fact, in 

the US, 78% of companies had some kind of in-house 

agency in 2018 - a figure that has grown significantly over 

the last 5 years (see below). 

Now more than ever, marketers are plagued by issues of stability, control and & efficiency in their 

advertising. Not only are external factors, such as privacy regulations and the rise of AI, affecting 

performance; some factors are much closer to home. 

Marketers are constantly bombarded with questions like, Is our data fully consolidated?, or is our 

budget being spent effectively?, and how accurate are our reports?. These questions inevitably 

lead to a more serious one: what happens if we stop working with our Agency? 

A New Status Quo? 

It’s no secret that over the past couple of years agency transparency has been called into question. 

With recent concerns surrounding data control and cost efficiency, many brands have been 

following in the footsteps of Unilever and P&G to build out their own in-house digital teams in order to 

solve some of their problems. 

The benefits are clear. Budgets are neatly in hand, making them a lot easier to control. You can 

have greater faith in the accuracy of the performance data you receive. The people working on 

your campaigns have a much more in-depth understanding of your brand. 

IN-HOUSING:  
WHAT TO CONSIDER 
 
 Leo McIntosh 
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But in-housing isn’t a black and white choice: you don’t need to decide between working with an 

agency or having an in-house team. You can work on a sliding scale, for example, taking ownership of 

a marketing stack, recruiting and upskilling specialists, or simply bringing one or two channels in-house 

and outsourcing areas that aren’t your forte. As mentioned in the previous chapter, an agency that 

can respond fluidly to these needs will be able to support you through the process of in-housing 

Preparing for Change 

Arguably, the most effective way of in-housing is to use - and own - your own integrated marketing 

technology stack. Using this kind of platform makes buying and executing media easy and efficient. It 

enables you to make decisions with unified insights and encourages collaboration by bringing your 

workflows together. Owning your technology stack is a great first step for rolling out your marketing 

strategy. 

However, this is not an impulsive decision and there are a lot of things you need to consider before 

making the leap. The transition takes time, investment, and a lot of thought. 

1.Audit and Review. Look over how you currently work. What are the challenges that you can 

foresee? What are the major areas for improvement? Can more knowledge be retained internally? 

2.Open Communication. With any significant business transformation comes disruption, so consult 

and engage with experts. Ask any technology partners about their experience with similar cases; 

what do you stand to gain? 

3.Assessment. You may find that your organisation doesn’t have the capabilities to make the most 

of a full rollout. In this case, prioritise the changes that will be the most impactful, and the services 

that should be brought in-house sooner.   

4.Be Agile. Challenges aren’t just limited to the operational side of your business; everyone will need 

to undergo a shift in thinking. Staff may need training and upskilling to make the most of new 

opportunities. 

You may need to make updates to your ways of working to take your capabilities into account. 

Grow with these changes and evolve your approach in response. 

5.  Take your time. Fundamentally, these changes will not happen 

overnight. Identify key dependencies, transition slowly, and set 

realistic timelines. It’s more important to get things done right than 

get things done fast. 

Getting Started 

To whatever extent you plan on in-housing your activity, we 

always recommend bringing on a specialist to support. 

They have the years of experience needed to help you 

build your organisational structure, as well as upskilling 

any staff where necessary.  

Whether its in-housing your digital channels, or owning 

your own data, these processes take time and there is 

so much to consider.   
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The difference between surviving or thriving in a VUCA world is how well we embrace 

change. The year ahead remains cloudy, and if we want to outpace our competitors 

we must be agile to what the year throws at us. 
 

The key to this will be uniting the marketing team, in order to deliver a coherent 

messaging; the kind of flawless user experience that the customer has come to 

demand. Customer behaviour has become complex, and we must be able to reflect 

this in our strategies. 
 

In order to support this fully, agencies must be willing to be flexible. Your business 

needs will inevitably change, especially when remaining agile to customer demands. 

A good agency will be receptive to these changes and adapt when you need them 

to. If you decide to make the move in-house, a good agency will be able to support 

you through your transition. Embracing change is a marker of a great agency. 
 

By placing your customer at the centre of your marketing strategy and ensuring that 

you keep up with their evolving demands, will see you thriving in 2019. Put the 

customer first, all else will follow. 

Surviving or Thriving? 
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Damien Bennett 

Director of Strategy at NMPi & DQ&A 
 

For the past 6 years, Damien has been an integral part of the 

NMPi team. He is well respected within both the business and 

the wider industry for his innovative strategic thinking which 

has taken NMPi to new heights in recent years. 

Ruthie Pinion 

Marketing Manager at NMPi 
 

Ruthie is a passionate marketer with a keen interest in content 

writing, events and training. She has been with NMPi for just 

over a year, and has a strong desire to help others succeed, 

both within the business and beyond.     

Leo McIntosh 

Managing Consultant at DQ&A 
 

Leo has 9 years of digital marketing experience under his 

belt, previously working across a number of agencies at 

Director level. Leo specialises in best practice & has helped 

drive performance across a variety of verticals. 

GUEST AUTHORS 

Alex Haynes 

Partnerships Director at NMPi 
 

Alex has been at NMPi for 4 years, and now sits as a 

Partnerships Director within the London office. Alex specialises 

in onboarding new clients within the agency, ensuring the 

commercials get the best out of both parties.   
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About NMPi 

NMPi is an award-winning digital marketing agency with over 15 years’ experience in 

delivering global campaigns with granular localised targeting. 

As part of the larger Incubeta group, together with DQ&A and Joystick, NMPi offers a 

unique way of combining media buying, technology and creative, connected through 

data and analytics to offer a truly integrated approach to our clients.  

Through our acquisition earlier this year of Joystick, an international data led creative 

agency, with clients such as Google and Netflix, we are able to offer world class creative 

creation to our clients. 

For more information, visit their website: https://nmpidigital.com/  

About DQ&A 

DQ&A are a global digital consultancy with over 18 years experience supporting advertis-

ers, agencies and publishers to help them achieve their business goals. With a heritage 

rooted in advertising and marketing platforms, we have evolved into an industry-leading 

consultancy and Google’s most experienced EMEA Sales Partner. 

From “off the shelf” platform licencing and implementation through to tailored in-housing 

and digital transformation, our dedicated team will help you to drive your business for-

ward whether your organisation is a late adopter or digitally mature practitioner. We work 

across numerous verticals and have helped forward-thinking brands such as L’Oreal, Sam-

sonite, Made.com and Charlotte Tilbury to deliver sophisticated digital advertising strate-

gies that delivers control and maximises performance. 

For more information, visit their website https://dqna.com/ 

About Joystick 

Joystick has been producing digital ads for over a decade. It believes that quality is key 

and efficiency is fundamental. The creative agency has refined the production process to 

give its clients the most flexibility while being as efficient and cost-effective as possible. 

Driven by its desire to become masters of the latest ad technology, it constantly pushes 

the limits by collaborating with partners who share its excitement for cutting-edge digital 

experiences. 

For more information, visit their website https://www.joystickinteractive.com/ 

https://nmpidigital.com
https://dqna.com

