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1.6x
1.6 times more likely to see greater 
revenue growth when marketers 
use customer data to influence 
business decisions

Investing in customer data is a top priority for marketing leaders. 
The 2022 Gartner CMO Spend and Strategy Survey found that 
marketers who reported using customer data to influence business 
decisions are 1.6 times more likely to see greater revenue growth 
in their organization. 

But despite hopeful ambitions, not all organizations have actually been 
able to use their customer data to improve business results. The reality 
is that highly data-driven organizations, such as Amazon and Netflix, are 
outliers. Many marketing departments are still trying to make sense of 
the customer data they’re collecting, reduce the manual work required 
to support customer data processes, and figure out how to use customer 
data to increase revenue. 

https://www.mparticle.com/blog/data-chaos/
https://www.mparticle.com/blog/data-chaos/


In an effort to learn more about how 
companies can get more value of their 
customer data, we surveyed 100+ 
companies to understand how 
customer data strategy is impacting 
organizational efficiency, personalization, 
and business results. 



The processes implemented to manage data 
quality, governance, and compliance.

1

Data Management 

The organizational structure in place and level of 
collaboration between key data stakeholders. 

2

People 

The tooling that allows teams to use 
customer data to power real-time personalized 
customer experiences.

3

Data Activation

We found that an organization's return on 
investment from customer data is dependent 
on their level of customer data maturity in 
three dimensions.

Companies that exhibited higher 
maturity in these areas experienced 
a greater percentage of revenue 
driven by personalization, and a 
greater percentage of revenue 
driven by loyalty programs.

K E Y  TA K E AWAYS



Introducing the 2023 state 
of customer data maturity
In our inaugural customer data maturity report, we explore:

The different 
levels of customer 
data maturity 

The state of customer 
data maturity in the 
market today

The relationship 
between customer data 
maturity and return on 
marketing investment



How to use this report
Progressing customer data maturity is a continual process. 
As such, you can use the information in this report to:

Understand your organization’s level of 
customer data maturity

Assess how your customer data maturity 
compares to similar companies

Identify ways to get more value out of 
your customer data

Assess your customer 
data maturity
Take the customer data maturity quiz to 
understand your organization's maturity 
and identify opportunities to take your 
data strategy to the next level.

Take the quiz

https://www.mparticle.com/customer-data-maturity/


The levels of 
Customer Data Maturity



L E V E L  1

Reactive 
In the Reactive level of customer data maturity, 
organizations collect data across customer 
touchpoints and utilize numerous tools for activation. 
However, they lack a comprehensive process for data 
management, ownership, and data integration, which 
limits the value they derive from their customer data. 
Data sources are connected directly to activation 
tools on ad-hoc basis, and there’s no clear owner of 
customer data. This results in low trust and 
low efficiency between data implementers and 
data consumers.



L E V E L  1

Reactive

Data Management People Data Activation
Business teams can activate customer 
data, but they don’t have a holistic 
customer data strategy in place. Data 
collection and management is siloed 
and fragmented, leading to low data 
quality and increasing the risk of data 
privacy infractions. Teams do not 
have access to a 360-degree view of 
the customer.

There is no central owner of 
customer data within the organization, 
making it difficult to standardize 
the data request processes. Data is 
siloed in different teams across the 
organization, leading to low levels of 
cross-functional collaboration.

Data-consuming applications, such 
as CRM, customer engagement, and 
user analytics tools, are implemented 
based on imminent needs and are 
not aligned to a holistic customer 
data strategy. This prevents teams 
from delivering real-time customer 
experiences that are consistent 
across channels.



L E V E L  2

Centralized
Companies at this level have a data infrastructure 
that collects customer data through a single point and 
forwards it out to downstream tools via server-side 
integrations, akin to a hub-and-spoke model.

There is a clear owner of customer data and its 
processes, even if its a single person who holds 
other responsibilities. 



L E V E L  2

Centralized

Data Management People Data Activation
Data is centralized in a single 
system and is federated to business 
applications in a hub and spoke 
model. Data quality, identity 
resolution, and data privacy 
compliance are managed manually.

There are clear owners of customer 
data and data processes, even if it’s 
a single individual. This owner(s) 
collaborates across teams to establish 
a data strategy and data plan. 
Implementation of centralized data 
infrastructure increases efficiency for 
implementers and data consumers.

Data is collected from a myriad 
of sources into a central data 
infrastructure, from which it is 
forwarded to downstream tools 
via integrations. This centralized 
infrastructure makes allows data 
consuming teams to test channels 
and launch new campaigns with little-
to-no engineering support.



L E V E L  3

Advanced
At the Advanced level, organizations continue to 
employ a central customer data infrastructure, 
but they do more than simply route customer data. 
At Advanced, organizations automate how channel-
level identities are resolved to 360-degree customer 
profiles, identify data quality errors automatically, 
and control data flows based on customer consent 
state in accordance with data privacy regulations. 
Automating these processes saves engineering from 
having to support these functions manually, and also 
helps data consuming teams place more trust in the 
validity of the data they are working with.



L E V E L  3

Advanced

Data Management People Data Activation
A customer data infrastructure 
enforces an identity resolution 
framework, data plan, and data 
privacy filtering automatically. Teams 
across the organization have access 
to a 360° view of the customer and 
leverage it to orchestrate cross-
channel and cross-device journeys.

A dedicated customer data team is 
responsible unlocking the value out 
of customer data. They create the 
processes that enable data consuming 
teams to use data effectively, and 
are responsible for implementing 
and managing the MarTech stack. 
Stakeholders across the business 
collaborate on aligning the data 
strategy to business objectives.

A customer data infrastructure allows 
teams to establish and enforce identity 
resolution, data quality, and data 
privacy policies within a single system 
and leverage more complex data 
integrations. With the entire MarTech 
stack being powered by high-quality 
data and a 360° view of the customer, 
data consuming teams can build 
audience segments and deliver real-
time, personalized experiences that are 
consistent across channels. 



Progressing Beyond Advanced
As teams progress beyond the Advanced level, the centralized customer data infrastructure 
becomes the lens through which brands think about data management, people, and tools 
and ultimately customer experiences. 

For example, if a brand wants to personalize a new digital touchpoint, such as an 
in-store kiosk, they’ll evaluate the feasibility of connecting that kiosk to the central 
customer data infrastructure. They’ll also create a process to ensure in-store teams have 
access to the customer information they need to personalize the in-store experience.

In the spirit of optimization, teams integrate AI insights into the centralized customer data 
infrastructure, supercharging the entire MarTech stack with predictive insights. The best teams 
leverage these predictive capabilities to scale up personalized customer journeys. 





The state of Customer 
Data Maturity in 2023

Results from a survey 
of 100+ industry peers



Methodology
In order to assess the state of customer data 
maturity across in 2023, we surveyed 100+ 
consumer-facing brands across industries such 
as Retail, Restaurants and Dining, and Media.

Based on their responses, each organization 
was scored at a level of customer data 
maturity according to our customer data 
maturity framework.



Overall Data Maturity

21%

Reactive Centralized Managed Beyond 

50%

26%

3%

The majority of 
organizations currently 
fall at the centralized  
Level of Customer 
data maturity.



The results demonstrate that the majority of brands fall into the 
Centralized level of customer data maturity. Fittingly, only three percent 
of brands have progressed beyond the Advanced level. This suggests: 

Brands know that customer data is vital for powering personalization today. The key variable, therefore, 
isn’t whether or not brands believe investing in customer data is important, it’s whether they’re able to use 
customer data effectively. The survey results show that many companies have invested in tooling that allows 
them to centralize customer data collection and integration, avoiding the acute pains of disparate tools and 
data silos. Only 26% of surveyed companies, however, have been able to implement data processes such as 
automated identity resolution, data quality management, and data governance in their centralized customer 
data infrastructure. These processes are critical for maximizing the value realized from customer data, and 
represent a big opportunity for organizations.

How difficult many teams have found it to progress to the 
Advanced level and beyond

Assess how your customer data maturity compares to 
similar companies

1

2

26%
of surveyed companies, however, have 
been able to implement data processes 
such as automated identity resolution, 
data quality management, and data 
governance in their centralized customer 
data infrastructure



Self-perceptions

41%

Reactive Centralized Managed Beyond 

22%

33%

4%

How would you describe your company's data maturity?

43%

Reactive Centralized Managed Beyond 

24%
30%

4%

How would you describe the efficiency with which your 
team can collect, manage, and activate customer data?

Self-perception is 
different from reality



In our assessment, we found that the majority 
of respondents fell into the Centralized level of 
customer data maturity. When evaluating their 
own level of maturity, however, many brands 
graded themselves either Reactive or Advanced, 
representing either an under or over estimation 
of their maturity. 



Understanding customer 
data challenges



Open ended responses
In addition to analysis about customer data maturity, we also asked brands 
what their biggest customer data challenge is.

Several findings emerged:

As brands increase in customer data maturity, stakeholders shift their focus 
from improving access to data to using customer data to improve the customer 
experience more effectively.

At all levels of customer data maturity, brands iterated the importance of 
people and collaboration in successful data management.

Challenges related to data governance and privacy are top of mind for brands 
at higher levels of customer data maturity.

1

2

3



"What’s your biggest challenge 
in regards to customer data?"

Reactive
"There is no system to collect customer data and no 
one to lead analyzing the data."

"The biggest challenges are quality of data and 
consistency across all departments."

"It's fragmented and not connected. We get data from 
multiple sources and it doesn't match or sync together 
into actionable data."

"Not being able to send back data from our website 
back to advertising platforms like Facebook and TikTok 
for them to optimize accordingly." 



"What’s your biggest challenge 
in regards to customer data?"

"Our current CRM doesn't communicate with our 
main internal database, so customer data doesn't 
automatically transfer one way or another and we have 
to manually input a lot of it in both locations."

"We are short staffed and have a lot of manual data 
gathering. This makes it challenging to scale and deliver 
targeted messaging."

"Maintaining consistency across profiles after undergoing 
tech stack changes, warehouse changes etc."

"I think we are lacking a lot of valuable information 
that we just don’t know how to get as it requires 
someone from IT to run inquiries and that takes time 
to get from them."

Centralized



"What’s your biggest challenge 
in regards to customer data?"

Advanced

"Finding the balance in customer segmentation to 
maximize LTV, ensuring personalized recommendations 
and communication preferences that don't feel "creepy" 
to our customers."

"Managing the changing landscape in regulatory 
obligations across geographies we serve: US, 
California, Canada, European Union."

"Managing through various data privacy policies across 
geographies and different B2B partners and using the 
data in a purposeful, planned way to make marketing 
and media campaigns more personalized/targeted."



Exploring the 
relationship 
between customer 
data maturity and 
business outcomes



How does customer data maturity impact 
return on marketing investment?
In addition to asking brands about their current state of maturity, we also asked them about their 
ability to use customer data to improve business results.

We found that level of customer data maturity is directly correlated with percentage 
of revenue generated by personalization and the percentage of revenue generated 
from customer loyalty programs. We also found that organizations with higher levels 
of customer data maturity had a greater percentage of overall budget dedicated to 
customer experience initiatives.

Based on the survey results, it’s clear that investing in increasing customer data maturity helps 
teams unlock the value of their customer data and increase revenue.



19.3%

Reactive Centralized Managed Beyond 

32.4%
35.1%

47.3%

Approximately, what percent of your company's sales 
are driven by personalized marketing actions/tactics?

As brands become more customer data mature 
a higher percentage of sales are driven from 
personalization. 

More customer data mature brands are able to 
deliver categorically different kinds of personalized 
experiences. For example, organizations at the 
Reactive level of customer data maturity might be able 
to include a user’s first name inside marketing emails, 
whereas brands at the Advanced level can dynamically 
render product recommendations inside emails based 
on a user’s expressed preferences collected fro 
 onsite behavior. 

The biggest increases in sales attributed to 
personalization occurs when brands move from the 
Reactive level of maturity to the Centralized level of 
maturity. At this point, brands benefit from a centralized 
data architecture, which opens the door to orchestrate 
personalized experiences across multiple channels.



Approximately, what percent of revenue is 
tied to customers that are part of your company's 
loyalty program?

The percentage of revenue generated by brands’ loyalty 
programs is directly correlated to customer data 
maturity level. Similar to percentage of revenue driven 
by personalized experiences, moving up each stage 
of data maturity leads to an increase in percentage of 
revenue attributed to loyalty programs. 

The biggest increase in percentage of revenue from 
loyalty programs comes when brands move from the 
Reactive level of maturity to the Centralized level 
of maturity. Winning, and then marketing to, loyal 
customers is a function of understanding and capturing 
customer preferences. The Centralized level is the first 
time that brands can unify their entire customer data 
set. This makes it easier to use customer data to power 
personalized loyalty experiences, such as sending 
personalized product recommendation emails. 

18.7%

Reactive Centralized Managed Beyond 

33.1%

43.6% 46%



Conclusion
The ability to use customer data to generate customer 
engagement and loyalty will separate the companies that 
win the next decade from those that become obsolete. To be 
successful, organizations need to invest not just in developing 
their customer data set, but also in implementing the data 
management process, organizational structure, and tooling 
that enable them to unlock the value of their data.

The results from this survey demonstrate that while companies 
have made progress in increasing their customer data maturity, 
there is still opportunity for improvement. While most 
companies surveyed possess a centralized data infrastructure, 
they lack the ability to build 360-degree customer profiles, 
protect data quality, and automate data privacy. 



And while increasing customer data maturity is just one of the 
many competing priorities modern organizations are juggling, 
the results show that investing in increasing customer data 
maturity is worth it—higher levels of maturity are positively 
correlated with key business results such as percentage of 
revenue driven by personalization and percentage of revenue 
driven by loyalty programs.

Could you be doing more 
with your customer data?

To understand your organization’s level of customer data 
maturity and identify opportunities to unlock more value 
from your data, you can take this customer data 
maturity self-assessment.

https://www.mparticle.com/customer-data-maturity-quiz/
https://www.mparticle.com/customer-data-maturity-quiz/


About mparticle
mParticle makes it easy to manage customer data along the entire product and customer lifecycle.
Teams across companies like Starbucks, NBCUniversal, Spotify and Airbnb use mParticle to 
deliver great customer experiences and accelerate growth by solving the foundational challenges 
that impede success at scale. Founded in 2013, mParticle is headquartered in New York City 
with employees around the globe.



Could you be getting more value 
out of your customer data?
To help you understand the state of your customer data strategy 
and identify changes you can make to increase ROI, we’ve created 
a customer data maturity self-assessment. After answering just 5 
short questions, you’ll receive an assessment of your current level 
of customer data maturity, as well as recommendations on how 
to increase your customer data maturity and unlock the value of 
your customer data.

Take the quiz

https://www.mparticle.com/customer-data-maturity-quiz/


Appendix



Survey methodology 
We surveyed 102 brands for our customer data maturity benchmark. 

We asked a series of questions to assess data maturity, and asked 4 questions each for data management, 
people, and tools. We assigned each respondent’s answer a score and then added all the scores for a final 
score. We gave each stage of data maturity a score threshold and based on the final score, placed the brand at 
the appropriate stage. 

9%

31%

68%

C-Suite 
executive

1-99 
employees

Marketing 
Operations

100-500 
employees

Data 
Analytics

500-2.500 
employees

Product 
Manager

2.500-10.000 
employees

VP Director Manager Coordinator/ 
Specialist

14%

25% 24%

49%

15%
9%

23%

13%
6%

Respondents by seniority Respondents by company size Respondents by functional role



Challenges by 
maturity pillar
Earlier, we showed respondent’s answers to the 
overall question, "what is your biggest challenge 
with regards to customer data" 

We also asked brands to describe their specific 
challenge with regards to data management, 
governance, and centralization. 

Note that for the purposes of this part of 
the survey, we distinguished between data 
governance and management, wanting to learn 
more about how brands were struggling with 
compliance and privacy issues. 



DATA  G OV E R N A N C E

What are the biggest challenges your company is facing with data governance?

"We are aware of GDPR and 
CAN-SPAM requirements, 
but unfortunately due to 
system limitations, despite 
having this information 
relatively centralized, 
it frequently requires manual 
processes to address any opt-
out/unsubscribe requests."

"Handling the different data 
governance rules across 
geographies/countries, 
and accommodating the 
different data privacy policies 
between us and our 
partner organizations."

"We use multiple data 
storage companies and no one 
true aggregator to make sure 
all the opt-in's and op-out 
are managed across 
all the platforms."

"The biggest challenges our 
company faces with data 
governance is duplication of 
efforts and the quality of the 
data received."

"We have everything spread 
across countless platforms, 
both current and past. No clue 
how to organize."

"Our biggest challenge is 
the amount of manual data 
updating needed."

"Having expertise on our team 
to turn the raw data into a 
useful internal product."

"Handling the different data 
governance rules across 
geographies/countries, 
and accommodating the 
different data privacy policies 
between us and our 
partner organizations."

Director at a mid-market company 
in Retail / eCommerce

VP at an enterprise in Broadcast, 
Media, and Entertainment

Director at a mid-market 
company in Broadcast, Media, 
and Entertainment

Director at a small business in 
Lifestyle and Fitness

Director at a mid-market 
company in Dining, Quick Service 
Restaurants, Delivery

Director at a small business in 
Broadcast, Media, and Entertainment

VP at a large company in 
Retail / eCommerce

VP at an enterprise in Broadcast, 
Media, and Entertainment

"We have no data plan in 
place. We use several different 
platforms for various needs 
(SMS, email, e-commerce, 
etc.) and so any governance 
to be had must be done 
repeatedly on each platform."

Director at a small business 
in Retail / eCommerce

"We typically identify errors 
after marketing has already 
been sent, rather than before 
since our team is still growing." 

Manager at a small business 
in Retail / eCommerce



DATA  M A N AG E M E N T

What are the biggest challenges your company is facing with data management?

"Too many moving parts across 
our data platforms, with much 
legacy systems we have to keep 
in sync, and no real way to 
automate much of it."

"Unified view, access 
to data, and resources to 
|distill meaningful insights are 
all challenges."

"It really depends on who is 
inputting it, how detailed or 
accurate it is."

"Data quality is a big issue 
because of the multiple data 
points and touchpoints. 
Data governance is also 
a big challenge."

"Right now, our biggest 
challenge is that we collect 
from several sources and have 
to manually combine, filter 
and analyze the results. 
Most of the issues there is 
due to two different businesses 
operating under the 
same umbrella."

"Data qualify errors are a 
major challenge. Also, changes 
in platforms and legal rulings 
across global boundaries 
result in constantly shifting 
goal posts."

"Centralizing the 
communications as well as 
the status of consent in one 
true data of record."

"Biggest challenge is determining 
what a long term solution to 
address data discrepancies 
should be, vs. tackling individual 
cases as they arise and essentially 
playing whack-a-mole. It's 
challenging to marshal the 
necessary engineering resources 
when each individual case is not 
necessarily high priority, but the 
overarching loss of accuracy and 
efficiency is significant."

Director at a small business in 
Broadcast, Media, and Entertainment

VP at a small business in 
Retail / eCommerce

Director at a small business in 
Retail / eCommerce

Director at a mid-market 
company in Lifestyle and Fitness

Director at a small business in 
Retail / eCommerce

Director at a large company 
in Retail / eCommerce

Director at a mid-market company in 
Broadcast, Media, and Entertainment

VP at a small business in Broadcast, 
Media, and Entertainment

"The biggest challenge 
is wanting to grab new 
information that our CDP 
doesn't already track out of 
the box."

"Right now, we're using a 
variety of tools to learn about 
our customers, whether it be 
viewing purchase history in 
Shopify or profile details in 
Klaviyo or Attentive. It would 
be great to see all details 
about a customer in one 
central location."

Director at a mid-market 
company in Retail / eCommerce

Manager at a small business in 
Retail / eCommerce

"Marketing, accounting, 
finance and human resources 
all utilize different tools that 
don't talk to one another 
at all times so again, we 
are looking to Collab and 
find a single solution. This 
will entitle us to endure the 
precious biggest challenge of 
not communicating with other 
departments fluidly."



DATA  C E N T RA L I Z AT I O N

What are the biggest challenges your company is facing with data centralization?

"Keeping custom data in sync 
between multiple tools."

"Centralization is not always 
offered in the marketing tools 
we use/want to use."

"We use various tools which 
store different data so it is a 
manual process to combine 
or compare data across 
multiple sources depending 
on the task."

"We've reached a point where 
our data sources are able to 
effectively sync, but due to 
the fragmentation of our data 
sources, it's not always clear 
which should be treated as 
the source of truth and take 
priority when there 
is a conflict between certain 
user attributes."

"Today our data is in fact, 
not centralized. So marketing 
is left to assemble the pieces 
in a way that makes sense, and 
which can be utilized."

"Bandwidth is a big issue 
for us and limits the amount 
of personalization we can 
apply to our channels. Since 
we cannot currently see all 
details about a customer in 
one central location, this is 
certainly a challenge."

"The biggest issue is the data 
table constructs. If they are 
different in the database 
versus our CDP then we 
are stuck."

"Our biggest challenge with 
data centralization is merging 
current data with new data to 
get as complete a picture on 
each consumer/data 
point as possible. We have 
a lot of outages and 
incomplete records."

Director at a small business in 
Broadcast, Media, and Entertainment

Manager at an upper mid-market 
company in Retail / eCommerce

Director at a small business in 
Retail / eCommerce

VP at a small business in Broadcast, 
Media, and Entertainment

Director at a small business in 
Retail / eCommerce

Manager at a small business 
in Retail / eCommerce

Director at a mid-market company 
in Retail / eCommerce

VP at an enterprise in Broadcast, 
Media, and Entertainment

"Really, a lot of it just effort 
and taking the time to do so, 
which is an internal processes 
challenge. Most of the data 
is there somewhere, just not 
being used to its fullest."

"It's difficult to have 
centralized data and segment 
it out to various other 
platforms. We have agency 
partners that help with paid 
media audiences, we segment 
emails to different lists, 
etc. but our system hasn't 
been efficient enough over 
time to drive the 
conversions we want."

Director at a small business in 
Retail / eCommerce

Director at an upper mid-market 
company in Retail / eCommerce

Manager at a mid-market 
company in Lifestyle and Fitness

"Systems that don’t talk to 
each other."


