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01.
The North Star

The North Star of Marketing Data
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Introduction 

The promise of a unified customer view is very exciting and highly desired: hyper-
personalisation, predictive insights, seamless customer journeys. Yet, for countless 
organisations, this vision remains a distant dream, lost in a labyrinth of technology 
acronyms, competing vendor claims, and internal data chaos. You’re likely swimming in 
customer data - from your website and mobile apps to ad platforms, CRM, and customer 
support systems - but are you truly leveraging it? Or does it feel like trying to herd cats 
while wearing a blindfold?

Navigating the Data Maze

Most businesses struggle with some foundational issues blocking them from unlocking the 
potential that their own data can provide. There is usually not a single one reason holding 
them back but a combination of many issues with a range of flavours and varied levels of 
intensity. The blockers can include:

SILOED AND SCATTERED DATA
Your customer information is fractured across countless platforms, making it nearly impossible 
to build a single, consistent profile. Each system tells only part of the story, leaving you with a 
fragmented understanding of your most valuable asset: your customer

01. The North Star

A DISJOINTED TECHNOLOGY STACK
Your martech and adtech tools, while powerful individually, often don't speak to each other. This 
creates manual bottlenecks, delays in campaign launches, and an inability to deliver a cohesive 
experience across channels.

UNCLEAR EXPECTATIONS AND KPIS
Without a true, unified view, defining and measuring the real impact of your marketing efforts 
becomes a constant struggle. Teams fixate on channel-specific vanity metrics, rather than 
focusing on high-impact strategies that move the needle on overall business performance.

THE HIDDEN COST OF TECHNOLOGY
Beyond the significant license fees, there are the forgotten expenses: complex implementations, 
ongoing training, and the sheer inefficiency of manually wrestling disparate data into usable 
formats. This "data debt" erodes profitability and slows agility.

ORGANISATIONAL COMPLEXITY AND FRICTION
"Data-driven" marketing relies on seamless coordination, but data projects often hit roadblocks 
due to differing priorities between marketing, product, engineering, and legal teams. Some 
organisations struggle to provide clarity around “who’s job is it” or who “owns” the data.  This 
internal friction can stifle innovation and delay critical improvements.
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The North Star

The goal is clear - creating the Ideal Customer Experience. Despite challenges and 
misalignments, most businesses and departments within an organisation share the same 
dream. Companies want to move beyond the chaos to a world where they can achieve 
a range of objectives:

This isn't a fantasy. This is the transformative power of a well-chosen Customer Data 
Platform (CDP). But the path to selecting the right one for your business is fraught with 
peril. It's not just about picking software; it's about laying a foundational capability that will 
redefine your entire customer strategy. Without a structured, business-first approach, you 
risk a six-figure mistake that leaves your data as siloed as ever.

The Toolkit

This guide is your essential toolkit. Inside, you will learn to:

◊  Clearly define the strategic role of a CDP within your unique organisational structure, 
ensuring it seamlessly integrates with your existing people, technology, and processes.

◊  Understand the nuanced differences between a CDP and other data systems like CRMs, 
Data Warehouses, and Customer Engagement Platforms, so you invest in the right 
solution for your specific challenges.

◊  Establish a robust framework to evaluate potential technologies, moving beyond feature 
lists to focus on how they genuinely align with your core business objectives and future 
ambitions.

◊  Navigate the vendor landscape with confidence, ensuring your investment delivers true, 
measurable returns and unlocks a new era of data-driven customer engagement.

You aggregate historical information 
to determine the next best action, allowing you 
to respond to customer needs and preferences 
even before they are consciously aware 
of them.

PREDICTIVE INSIGHTS
THAT DRIVE OUTCOMES

Every interaction, signal, and preference from 
every channel automatically stitches together 
into a comprehensive, real-time customer 
profile, allowing for genuine 1:1 personalised 
experiences.

THE TRUE
CUSTOMER 360 VIEW

Your teams can adjust marketing activities, 
launch new campaigns, and experiment freely 
based on fresh, trusted data available right 
at their fingertips, transforming reactive 
reporting into proactive strategy.

OPERATIONAL AGILITY

You confidently orchestrate activities across 
all channels, not just to drive overall customer 
volume, but to measurably improve their 
long-term Customer Lifetime Value (CLV).

ATTRIBUTING ACTIVITIES
TO INCREASED CLV

01. The North Star
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The Great De-Confusion

02.
Do you actually need a 
CDP?
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Before you start booking demos and getting lost in technical jargon, let's address the most 
important question: Is a Customer Data Platform what your business truly needs?

The technology landscape is a confusing alphabet soup, and mistaking a CDP for its cousins 
- the CRM, the Data Warehouse, or the CEP - is the number one reason expensive data 
projects fail to deliver on their promise. 

To cut through the noise, let's use an analogy: imagine you are running a Restaurant. 

The CRM (Customer Relationship Management) is the Maître d's Reservations Book

Its primary job is to manage the bookings and relationships with known guests. It holds 
their name and phone number (contact info), notes their table preference (data points), 
tracks their booking history, and logs any special requests or dietary needs from previous 
visits. It’s all about managing direct interactions with guests you can name.

In short: CRM manages your confirmed bookings and knows your regular diners.

The DWH (Data Warehouse) is the Restaurant's Entire Business Ledger & Larder

This is the secure, central repository for everything. It stores every supplier invoice (financial 
data), every bottle of wine purchased (inventory), every dish ordered from the EPOS system 
(transactional data), footfall from the front door sensor (behavioural data), and even the 
energy consumption figures for the kitchen (operational data). It’s built for deep, historical 
analysis. It allows the General Manager to analyse food costs, staff efficiency, and long-term 
profitability, but it doesn't cook the food.

In short: DWH is the ultimate source of truth for the entire business operation.

02. Do You Actually Need a CDP?

CRM

CDP

CEP

DWH
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The CEP (Customer Engagement Platform) is the Sommelier and the Waitstaff

A CEP is designed for communication and service delivery. It takes a confirmed booking 
from the Maître d's book (the CRM) and interacts with the guest. It sends the booking 
confirmation email, a reminder text the day before, and perhaps a follow-up email asking for 
a review. During the meal, the waitstaff delivers the food and describes the specials. A CEP 
is a powerful "doing" platform, but its actions are typically based on pre-defined journeys 
and a known customer identity.

In short: CEP communicates with guests and delivers the service.

The CDP (Customer Data Platform) is the Executive Chef with a headset, orchestrating the 
entire experience

The Executive Chef's unique role is to unify information from all corners of the restaurant in 
real-time. 

◊  They see a guest browse the menu online before booking (anonymous web visit).

◊  They see them arrive and scan a QR code menu at the bar (real-time behaviour). 

◊  The Maître d' whispers via the headset that this guest has a nut allergy noted in the 
reservations book (CRM data). 

◊  The Chef might even know from the business ledger that this guest consistently orders 
a specific expensive wine (DWH data).

◊  In a flash, the Chef stitches this all together into a single, rich guest profile.

◊  They then "activate" this intelligence, orchestrating the other staff via their headset: 
"Table 7 just arrived. It's the anonymous browser from this morning. Update their profile. 

◊  They have a nut allergy, so alert the kitchen.

◊  The sommelier should recommend the Cabernet Sauvignon they like, and the waitstaff 
should mention the new nut-free starter."

The CDP takes disparate data, creates a single, intelligent customer view, and uses it to 
orchestrate the actions of the other systems to create a seamless, personalised experience.

In short: CDP understands the whole guest and tells the rest of the team how to give them 
the perfect experience.

02. Do You Actually Need a CDP?
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The Litmus Test: Ask yourself "WHY?"

◊  If your primary goal is to analyse historical business performance and build comprehensive 
BI dashboards for the board, you likely need to start with a Modern Data Warehouse
project.

◊  If your primary goal is to send better email campaigns or push notifications to your 
existing list of known customers, you may just need a more powerful Engagement 
Platform (CEP).

◊  If your primary goal is to unify anonymous visitor data with known customer data from 
multiple sources, create intelligent, real-time audiences from that unified view, and then 
send those audiences to your CEP, ad platforms, and other tools, then a Customer Data 
Platform is the right conversation to be having.

Many companies buy a CDP hoping it will solve their BI challenges and are disappointed. 
Others buy a CEP but find they can't create the sophisticated segments they need because 
their data is still siloed.

Understanding where your biggest pain lies is the crucial first step. This guide will focus on 
the CDP evaluation, but this context is your compass. It will empower you to ask vendors 
the tough questions and ensure you're solving the right problem with the right tool.

This guide will focus on the CDP evaluation, but keep this context in mind. It will help you 
ask vendors the right questions.

A Quick Comparison Table:

System Primary Purpose Key Data Types Who Uses It? Core Strength

CRM
Manage Customer 
Relationships

Contact info, deal 
stages, 
communication logs

Sales, 
Account Mgt.
CRM Teams

Managing the sales 
funnel and 1:1 
conversations

DWH 
(Data 

Warehouse)

Centralised Data 
Store, Analytics & 
BI

All raw data: 
transactional, 
behavioural, 
financial

Data Engineers
Data Analysts, 
BI Teams

Deep analysis, 
historical reporting, 
business 
intelligence, data 
science

CEP
Multi-channel 
Communication

Fine-tuning user 
audiences for 
deployment and 
experimentation, 
Email campaigns, 
push notifications, 
SMS journeys, 

Marketers, 
CRM Teams

Executing 
marketing 
campaigns to 
known audiences

CDP

Unify Customer 
Profiles & 
Orchestrate Data 
Activation

Stitched user 
profiles (known & 
anon), audience 
segments, real-time 
events.

Marketers, 
Product, 
Data Teams

Creating a single 
customer view and 
orchestrating other 
systems

02. Do You Actually Need a CDP?
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Getting the “Why” right

03.
The Requirements
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Here’s a secret the software vendors don't want you to know: 

Too many teams start by looking at vendor feature lists and get lost in the noise. This is 
backward. You must first define and prioritise your business use cases. This becomes your 
North Star, guiding your entire evaluation and preventing you from overpaying for features 
you’ll never use. 

While there are dozens of potential applications, they generally fall into three primary 
categories.

The best CDP 
for your company 

is the one 
that best solves 

your most important problem

MARKETING ACTIVATION & PERSONALISATION 
The Goal:  Send the right message to the right person, using the right channel, at 
the right time.  This is the classic CDP promise

→ "Do we need to suppress users who just purchased a product from 
seeing ads for it?"

→ "Do we want to send a personalised email to users who abandon their 
shopping cart?"

→ "Do we need to sync consistent audience segments across Google Ads, 
Facebook, and our email platform?"

→ Can we run a Predictive Segmentation to identify audiences with a high 
propensity to churn or a high predicted lifetime value.

Real-time data ingestion, a user-friendly visual audience builder, and robust, 
pre-built integrations to your marketing "destinations."

1
ASK YOUR TEAM: 

CRITICAL CDP CAPABILITIES TO LOOK FOR: 

03. The Requirements
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PRODUCT-LED GROWTH & PERSONALISATION
The Goal:  Use behavioral data from within your app or platform to create 
a stickier, more personalised product experience.

→ "Do we want to show a tailored onboarding experience to users based 
on their sign-up source?"

→ "Do we need to trigger in-app messages when a user tries a key feature 
for the first time?"

→ "Can we identify users who are showing signs of 'churn risk' based on 
their in-app behaviour?"

→ “Can we build Next-Best-Action models that personalise the in-app 
journey for each user in real-time?”

An SDK for mobile/web event collection, low-latency identity resolution, and 
webhook/SDK/API capabilities to push data back into your own product.

UNIFIED ANALYTICS & CUSTOMER INSIGHTS
The Goal:  Create a trusted, 360-degree view of the customer to understand the 
entire journey and inform strategic decisions.

Heads Up: This is where the lines blur with a Data Warehouse. A CDP can 
enable this, but if only analytics is your goal, a Composable CDP built on top of 
your own warehouse might be a better, more flexible long-term solution.

→ "Can we easily calculate the true Customer Lifetime Value (CLV) of 
users acquired from different channels?"

→ "Are we able to map the full journey from a user's first anonymous 
website visit to their final purchase?"

→ "Does our data team spend more time stitching data together than they 
do generating insights?"

2

3
ASK YOUR TEAM: 

CRITICAL CDP CAPABILITIES TO LOOK FOR: 

ASK YOUR TEAM: 

CRITICAL CDP CAPABILITIES TO LOOK FOR: 

Strong identity resolution logic, the ability to handle both anonymous and 
known user data, easy access to the underlying "stitched" data, and a 
flexible data model.

Choosing any technology for an organisation is not a trivial task and requires a lot of internal 
conversations and alignment. Identifying and prioritising your CDP requirements across the 
business will help you make the best decision.  

03. The Requirements
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From a long-list to short-list to final demo

04.
Finding the One
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Now that you know why you need a CDP, you need a process to choose the right one. An 
unstructured evaluation is chaotic and emotional. A structured one is strategic and objective. 
Follow this 5-phase framework to ensure you make a data-driven decision.

Phase 1: Assemble Your 'Tiger Team'

A CDP is not just a marketing tool; it's a cross-functional data engine. Your evaluation team 
must reflect this. Buying it in a silo is a recipe for failure. Roles described below are just for 
visualisation. The actual job titles or team names may be different in your company. 

Phase 2: Document Your Requirements (Your RFP)

Formalise the work you did in Chapter 2. You would create a list of your requirements in a 
standardised format that is easy to maintain, share with vendors and score responses. The 
document should include a few key areas of focus:

◊  List your prioritised use cases at the top.
◊  Translate those use cases into "Must-Have," "Should-Have," and "Nice-to-Have" feature 

requirements. Be specific. (e.g., "Must-Have: A real-time integration with Braze.")
◊  Document your technical and security requirements from your Engineering and Legal 

teams.
◊  Identify functional and non functional requirements.

1

2

THE DRIVER THE BRAIN

THE BUILDER THE GUARDIAN

DATA ENGINEERING
ANALYTICS & BI

LEGAL & COMPLIANCE
IT SECURITY

MARKETING
BUSINESS

ENGINEERING
PRODUCT

The project lead, 
focused on the 
business use case, 
ability to use the tool 
and embed with the 
rest of marketing stack

Evaluates the APIs, 
SDKs, and technical 
implementation effort, 
ability to integrate 
CDP with the overall 
technical stack

Assesses data 
modeling, identity 
resolution, and how 
the CDP will 
integrate with the 
existing BI stack

Vets the vendor for 
data privacy, security, 
and GDPR/CCPA 
or compliance in line 
with business 
requirements

04. Finding the One
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3

5

4

Phase 3: The Market Scan (From 20 to 3)

The CDP market is vast. Your goal here is to quickly narrow the field.

◊  Create a Long-List (10-20 vendors): Use sources like G2, Gartner's Magic Quadrant, and 
industry blogs to identify technology providers.

◊  Filter to a Short-List (3-5 vendors): Do a rapid-fire filter based on your absolute must-
haves. For example:
Does a vendor primarily serve B2B when you're B2C? Eliminate them. 
Is their pricing clearly out of your budget? Eliminate them. 
Do they lack a key integration? Eliminate them.

Phase 4: The Deep Dive (Scripted Demos, Not Tours)

This is the most critical phase. Do not let the vendor run a generic tour of their platform. You 
must control the narrative.

◊  Send your short-listed vendors your documented requirements (from Phase 2) ahead of 
time.

◊  Start the demo call with this sentence: "Thank you for your time. Please show us exactly 
how your platform would solve our #1 use case: [State your top use case here]."

◊  Give them a specific scenario to walk through. For example:
▪ "Show us how you would build an audience of users who have viewed 3 product 

pages but not purchased in the last 7 days, and then sync that audience to Facebook."
▪ 'Show us how your platform's AI model would build a predictive churn score. How 

transparent is the model? Can our own data scientists influence or export it?' 
◊  This approach forces them to demonstrate tangible value, not just talk about abstract 

features.

Phase 5: The Final Decision (The Scorecard)

Compare your finalists across four key axes. Use a simple weighted scorecard (1-5 scale).

◊  Use Case Fit (40% Weight): How well did they demonstrate they could solve your 
primary problems in the demo?

◊  Technical Fit & Implementation (30% Weight): How confident are your engineering and 
data teams in the platform's architecture and the effort required to implement it?

◊  Partnership & Support (15% Weight): Do they offer strong technical support? Do they 
have a clear roadmap? Do you trust their team?

◊  Total Cost of Ownership (15% Weight): Factor in not just the license fee, but 
implementation costs, training, and any required internal resources.

By following this structured process, you move from a confusing, feature-based beauty 
pageant to a clear, objective, value-based decision that your entire organisation can stand 
behind.

04. Finding the One
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From Project to Profit Centre: The business impact of a CDP

05.
What‘s the prize?
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You now have a framework for understanding and evaluating CDPs. But the ultimate 
question for any business leader is: "What is the prize?" 

Here are the five core business outcomes you can expect:

1. Drive Measurable Revenue Growth

This is the primary goal. A CDP provides the engine for sophisticated personalisation and 
targeting that directly impacts the bottom line.

◊  Higher Conversion Rates: By personalising website content or product recommendations 
based on a user's complete profile, you can dramatically increase the likelihood of a 
purchase.

◊  Increased Customer Lifetime Value (LTV): By understanding customer behaviour, you 
can create targeted upsell, cross-sell, and retention campaigns that increase the long-
term value of each customer you acquire.

◊  Effective Retention: Use predictive models to identify at-risk customers and proactively 
engage them with tailored offers before they churn.

2. Optimise Marketing Spend & Increase Efficiency

Stop wasting money talking to the wrong people. A unified customer view allows for 
surgical precision in your marketing budget.

◊  Eliminate Wasted Ad Spend: Automatically suppress recent purchasers or unhappy 
customers from acquisition campaigns, saving a significant portion of your media budget. 
Optimise bidding mechanisms by sending specific customer attributes-driven conversions. 

◊  Build Smarter Audiences: Create higher-performing lookalike or retargeting audiences on 
platforms like Facebook and Google by feeding them a seed list of your actual best 
customers, not just converters.

◊  Reclaim Hundreds of Hours: Drastically reduce the time your marketing and analytics 
teams spend manually pulling and stitching together data for campaign lists, freeing them 
up for high-value strategic work.

A successful CDP implementation isn't 
just a technology project; it's a strategic 

investment that fundamentally 
transforms how you create value. 

It moves your data from a cost centre 
to a profit centre.

05. What‘s the prize?
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3. Enhance Operational Agility & Speed-to-Market

In today's market, speed is a competitive advantage. A CDP empowers your non-technical 
teams to act on data independently.

◊  Empower Marketers: Your marketing team can build segments, test hypotheses, and 
launch multi-channel campaigns in hours, not weeks, without filing a single ticket with the 
engineering or data teams.

◊  Shorten the 'Idea-to-Campaign' Cycle: This newfound self-sufficiency fosters a culture 
of experimentation and rapid iteration, allowing you to react to market changes almost 
instantly.

4. Break Down Organisational Silos

A CDP acts as the "connective tissue" for your customer data, enforcing consistency and 
creating a shared language across departments.

A Single Source of Truth: When Sales, Marketing, and Customer Service are all working 
from the same unified customer profile, inconsistencies and arguments about "whose 
number is right" disappear.

Free Up Your Technical Teams: By handling the specific needs of audience segmentation 
and activation, the CDP allows your data warehouse and engineering teams to focus on the 
large-scale analytics and infrastructure challenges they are best equipped to handle.

5. Unlock New, High-Value Strategic Use Cases

Perhaps the most exciting outcome is that a CDP opens the door to next-generation 
marketing and product strategies that were previously impossible.

◊  Predictive Insights: Move from reacting to the past to predicting the future. Build models 
to score leads based on their likelihood to convert, predict customer churn, or forecast the 
lifetime value of new users.

◊  True 1:1 Personalisation: Orchestrate a completely seamless experience where a user's 
interaction on your mobile app instantly and automatically influences the ads they see on 
social media and the content on your website on their next visit.

05. What’ s the prize?
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A Trusted Guide

06.
Navigating 
Your CDP Journey 
with an Expert Guide
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Our expertise lies in ensuring that this powerful technology delivers on its promise for your 
specific business.

Here’s how we help our clients succeed:

1. Strategy, RFP & Vendor Selection

The choices you make before you sign a contract are the most critical. We ensure you start 
on the right foot.

◊  We facilitate the use-case definition process, helping you cut through internal noise to 
identify the problems that will drive the most value.

◊  We help you run a rigorous, objective RFP process, asking vendors the tough, technical 
questions they might otherwise gloss over, especially regarding their AI capabilities and 
data model flexibility.

◊  We act as your impartial expert, helping you see past the sales pitch and evaluate vendors 
on their true technical merits and fit for your unique needs.

2. Seamless Implementation & Integration

A CDP should not be another data silo. We ensure it becomes the connective tissue of your 
existing technology stack.

◊  Our deep expertise across the Modern Data Stack (from data warehouses like BigQuery, 
DataBricks or Snowflake to BI tools like Looker) means we architect an implementation 
that works in harmony with the tools you already have.

◊  We manage the technical heavy lifting of identity resolution, data mapping, and 
connecting your various data sources, ensuring the data flowing into your CDP is clean, 
reliable, and trustworthy from day one.

This guide provides the map and the compass for your CDP journey. However, even with the 
best map, navigating the challenging terrain of vendor selection, technical implementation, 
and organisational change can be daunting. A trusted guide who has walked the path 
before can be the difference between a stalled project and a transformative success.

At Defused Data, 
we are not CDP vendors; 

we are your vendor-agnostic 
strategic partners. 

06. Navigating Your CDP Journey with an Expert Guide
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3. Activating Value & Driving ROI

Getting the platform "live" is only the beginning. True success is measured by the business 
value you extract from it.

◊  We work alongside your team to build your first high-impact segments and activation 
workflows, ensuring you get quick wins and build momentum.

◊  We help you connect the CDP to your BI tools to build the dashboards that will prove its 
ROI to the board.

◊  We provide thought leadership and data science expertise to help you leverage the 
platform’s most advanced features, turning data into a genuine competitive advantage.

If you are considering a CDP or are struggling to get value from 
an existing one, let's have a conversation. Contact us to book 
your complimentary CDP Readiness Assessment.

DATA MANAGEMENT
AND ANALYTICS

IMPLEMENTATION & 
MAINTENANCE

MARKETING STRATEGY
& USE CASES
Discover, determine and 
ideate marketing 
strategy - use case and 
KPI driven approach to 
drive actual measurable 
business impact 

Evaluate, analyse, 
visualise customer 
marketing data sets to 
improve data visibility, 
attribution and decision 
making 

Scope, source, 
Implement, and 
maintain marketing 
technology to drive 
business agility and 
operational excellence  

TECHNOLOGY

DATA

STRATEGY

06. Navigating Your CDP Journey with an Expert Guide
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