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looking to expand into new or grow current international markets. The performance of these campaigns, 
be they online, social, or traditional, is so dependent on the underlying data, including its availability, 
completeness, accuracy, permissibility, and ability to be analyzed, segmented, and targeted. For multinational 
companies, international data sourcing, by extension, becomes critical in the marketer’s drive to succeed. 
International data sourcing can be extremely challenging and the decisions made in sourcing can be the key 
to either wild success or poor performance.

Organizations seeking to obtain competitive advantage need to start their international data sourcing with a 
proven model and strategy that is keenly informed of the challenges and opportunities for data in each specific 
country. They also need a model that simultaneously is able to leverage the advantages of a local approach 
while also benefiting from the advantages of global governance and best practice sharing. Hence, international 
data sourcing success comes when we follow the old cliche: think global, act local.

DIRECT OUTREACH TO NEW PROSPECTS  
CAN BE A POWERFUL TOOL FOR COMPANIES

We are living in a world that has gotten so much 
smaller, thanks to technology and global commerce. 
We’re also living at an incredible time in marketing, 
where the opportunity of addressability at scale 
enables much more personalized, value-added 

experiences for customers across the world.
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Moving or expanding into international markets is a natural step in 
driving growth, especially as companies look to repeat the success 
they’ve had locally. The domestic success of a line of business is 
always more than just the product or service itself, but its entire 
marketing, sales, and engagement model. When a company looks 
to move into new international markets, it typically hopes to 
leverage the marketing campaigns, the pricing models, the sales 
processes, the offers, etc., that made the product a successful seller 
locally. Whether the strategy is to “land and expand” (i.e., find 
successes with test markets and then grow the program) or “market 
activation” (i.e., build awareness of a new offering in an already 
established market), there is usually a desire to export what worked 
in the domestic market to acquire customers. When it comes to 
direct and digital marketing, the marketing practices and systems 
can be transferable to the new markets in a repeatable and scientific 
way that comes with working with data.

Most companies, though, find it isn’t quite as simple as “cutting and 
pasting” their existing customer data strategy into new international 
markets. Many of the challenges start with a fundamental conflict 
between local access and control versus the desire to run things in 
an aligned, centrally controlled fashion. They often run into some 
common challenges.

CHALLENGES AND OPPORTUNITIES  
IN GLOBAL DATA
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Infrastructure:
It’s critical to have consistent, reliable, complete, and high-quality data. It is more 
complex in global marketing as different countries have different levels of maturity in  
available data and data integration capabilities. There may be conflicts or shortcomings 
between global databases and local databases. It’s best to have a single, centralized 
global CRM database, whereby best practices, common currencies (such as segmentation),  
and transparency can be obtained. Databases may be local to a country or a region, or 
if they are centralized it may be important to provision local access. Managing and 
monitoring the quality of the data across the globe needs to be synchronized.

Experience Creation:
Channels that are deemed culturally ‘acceptable’ often vary from country to country, 
and different channels require different types of data to execute. The right strategy 
typically needs an understanding of the local language and culture and consideration  
of the appropriate levels of personalization by country.

Organization: 
It is important for the organization to understand that some countries are riskier than 
others. Corporate alignment is needed to adjust for each country. Brand reputation and 
level of awareness vary from country to country. Equally important is the alignment of 
organizational functions such as IT, marketing, sales, etc.
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Privacy: 
Laws will vary by country and each organization has to develop its own strategy for 
how it wants to operate on the continuum. Demands can vary by legislation, culture, 
reputation, and your company’s approach to privacy. This ever-changing environment 
needs to be closely monitored at a country and media level.

Customer Strategy: 
Companies must align or apply their overall data strategy to local markets. For example, 
an enterprise-wide customer segmentation strategy may be difficult to apply across 
markets, but it can also be an intensely powerful customer value currency – one that  
will create competitive advantage – if developed and adhered to properly. 

Financial Management: 
The right budget structure to support the organizational structure must be determined 
(i.e., global vs. local), and companies must understand, commit, and align to how the 
costs will be allocated and behaviors will be conducted in order to achieve desired 
financial results.

ORGANIZATIONAL DATA  
SOURCING CONSIDERATIONS (CONT.)
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reliable, complete, and  
high-quality data. 
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While many of the challenges marketers face are internal, much of the complexity is driven by the state of a 
challenging international data market. The data provider market is both cluttered and fragmented, with most 
reputable data providers covering only a single country or small portion of a region. There are typically 
different levels of data detail available by country. Some countries have very robust data (e.g., person or 
individual level information, company attributes, and contacts) while others only have a bare minimum (e.g., 
company, name, address, and industry). There are typically great variances in the data collected, including 
availability, quality, completeness, and different privacy regulations and requirements. We often think 
in terms of “data maturity,” where countries/vendors with greater maturity have more complete, accurate, 
reliable, and accessible data, while those who are less mature present less coverage and greater risk. Vendors 
in most countries slot fairly predictably, with emerging Eastern markets being the least mature, and more 
direct marketing experienced Western countries like the US and the UK being the most mature.

There are typically great variances in the data  
collected, including availability, quality, completeness, 
and different privacy regulations and requirements.

6        © 2014 Merkle. All Rights Reserved. Confidential 
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These issues and the disparity among country data have led most companies to two distinct – and often 
troublesome – approaches to sourcing and utilization of international data:

The 
Approach 

Perceived 
Benefits 

Hidden 
Pitfalls

Globally controlled 
and centrally sourced 
– Single-sourcing

Desiring an easy and singular 
sweep of international data, the 
organization acquires a single global 
database from a global vendor. 

They then manage the data centrally 
and distribute customer insights, 
prospect lists, and leads to local 
marketing operations for campaign 
execution, ensuring that domestic 
best practices are used in foreign 
markets.

• The over-generalized database does not capture all of the nuance and 
requirements of the local market.

• Single sources do not typically have the best coverage in every country.

• Coverage is generally weak and not representative of the total market.

• Systemic weaknesses in particular categories, such as business type (e.g., small, 
new) and light contact level information (e.g., key executives only).

• Local marketers become frustrated with the lack of control and begin their own 
renegade sourcing activities.

• Domestic best practices are not adopted, customer strategy becomes 
fragmented, and the ability to leverage key customer views and currencies 
(single view, customer value) are lost.

Delegate to local 
office  
– Multi-sourcing

Central marketing instructs local 
marketing offices to conduct their 
own data sourcing activities to 
ensure local customs, criteria, and 
coverage are achieved. 

They provide instructions and 
models for best practice use as much 
as possible, but basically relinquish 
the majority of control over the 
process.

• All attempts at a unified strategy are lost, and marketing campaigns become 
erratic, uncoordinated, and fragmented.

• The ability to leverage one’s customer strategy as a business strategy is 
foregone via the utilization of separate marketing databases. 

• Domestic best practices and models aren’t used, and the repeatability of 
domestic success is not achieved.

• Quality and consistency varies.

• No single sustainable, ongoing global model is achieved.

The problem with this either/or approach to global vs. local control and execution lies in the fact that both 
approaches have critical features to bring to the equation. The successful international data sourcing program 
must capture the good from both while mitigating the bad. 

The successful international data sourcing program must 
capture the good from both while mitigating the bad. 

CREATING SUCCESS MEANS AVOIDING 
THE COMMON PITFALLS
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Through Merkle’s extensive experience with global data sourcing, we are able to share several of the 
leading practices that we believe any successful international data sourcing program should follow. While 
every company, value proposition, program, and campaign has its own unique requirements, we believe 
that these practices can form a strong foundation for program exploration and planning.

LEADING PRACTICES IN GLOBAL 
DATA SOURCING

1. Operating model based 
on a Global Framework 
and Governance

2. Understand local 
markets and local 
needs

3. Align fundamental 
marketing levels 

4. Export best 
practices across the 

global organization

5. Embrace Change 
Management
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In order to get the best out of both global and local activities, we recommend  
setting up a new operating model that has a global framework and governance  
with local buying and budgets. The local data ensures the right coverage, 
compliance, and quality. The global framework and governance provide a model 
to disseminate standards and best practices, while controlling and closing the loop 
between central customer/data strategy and local operations. This will also enable 
the central organization to set guidelines (if not standards or requirements) for 
attributes such as price, trust, freshness, accuracy, and ability to target.

The central function still must participate heavily in setting up data conventions, standards, technology models, 
analytics, segmentation strategies, data strategy, practices, and overall governance to ensure the local offices 
are coordinated. They must also set up a framework for the local sourcing to be captured and integrated into the 
marketing technology stack at the global level.

© 2014 Merkle. All Rights Reserved. Confidential 
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A common mistake made by marketers is to either assume too much knowledge of 
local markets or fail to enlist the experts that do have great knowledge of individual 
markets. Each market has vastly different availability of data, maturity in collecting 
data, completeness, accuracy, and quality. Channel usage and preferences vary by 
local technology and culture. Many markets have different and restrictive opt-in  
and privacy laws. These requirements may all sit above such block-and-tackle 
differences as address conventions, titles, languages, and local customs. Ignoring 
these differences, or simply being unaware of them, can introduce great risk into 
campaign execution, both in terms of marketing performance (e.g., low responses, 
poor results) and legality.

For example, even fairly mature European countries have a wide variation in the number of media that are 
opt-in. A successful campaign, if planned centrally, would need to understand which channels would be 
permissible or available for use. 

The graphic below contemplates the popular marketing channels of direct mail, telemarketing, display, mobile, 
and email. The metric graphed, % of total available channels which are opt-in = # of aforementioned channels 
where consent is required for marketing / # of total channels contemplated (5).

UNDERSTAND LOCAL MARKETS  
AND LOCAL NEEDS2

5        © 2014 Merkle. All Rights Reserved. Confidential 
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One of the world’s largest technology companies realized that its contacts were outdated and 
deemed unsuitable to market to with no centralized process for obtaining fresh new names. 
Strict legal requirements and overall inefficiency of process made it impossible to institute best 
practices globally. Two main challenges needed to be solved. The first was to prove that a local 
sourcing model could achieve better, more complete information than the current approach. 
The second was to implement a global list procurement process to streamline operations and 
solve data quality and privacy issues. 

The solution itself involved adding high-powered technical and business decision maker contacts  
to the global marketing platform to enable tele-contact programs to drive adoption of the 
company’s business software suite of tools and encourage organizations to upgrade to the 
latest version of the company’s software. As a result of the engagement, the company gained: 

30%-200% lift
in campaign results because contacts are fresh and accurate

Seamless integration
of procured data into the hosted database, including contact 
history data for analysis

40% greater data coverage
on average, using the in-country sourcing approach over the 
current “global base file” process

Strong global partnership
sourcing data for over 90MM records across 77 countries

Note: Some metrics were test results.
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As a foundation of the global customer and data strategy, organizations should 
develop a complete view of how marketing data should be defined and managed. 
One framework for working through this planning is to look at the levels of quality, 
insight, and action. The illustration below shows these layers and elements put 
together as a complex but highly aligned puzzle to solve. 

Above the base customer record is quality, where fundamentals such as company 
name, address, contact, and status (e.g., moved, closed, etc.) are standardized and 
corrected. Then we ensure that the data provides insights into how the business is to be targeted, as well as the 
offers and messages to be delivered. These insights include firmographic data, business health information (such 
as credit scores or financial data), their likely buying behaviors, and personas and niche data that relate to what 
your company is selling. For example, a B2B company selling Cloud services may want to know likely IT budgets. 
Lastly, marketing action data must be understood and analytics applied, such as prioritizing higher-value leads, 
identifying potential marketing triggers and events, predicting purchasing behavior, or understand media and 
channel preferences. 

7        © 2014 Merkle. All Rights Reserved. Confidential 
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Ultimately, the purpose of having global governance, a central customer and data 
strategy, aligned marketing levels, and local understanding, is to be able to take 
domestic successes and have them be successful in new markets. Organizations 
should make the exportation of best practices a formal, purposeful program with 
active management, hardened tools and methods, designated processes, pre-made 
analyses, campaign templates, technologies, and knowledge-sharing initiatives.

For example, the ability to create and manage a 360-degree view of the customer is 
packed with repeatable and formal practices that the central organization can export 
to its regional marketing teams.

EXPORT BEST PRACTICES ACROSS 
THE GLOBAL ORGANIZATION4

The purpose of having global  
governance, a central customer and  
data strategy, aligned marketing  
levels, and local understanding,  
is to be able to take domestic  
successes and have them be  
successful in new markets.
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As with any serious organizational endeavor, success never happens with simply 
throwing mandates over the wall and wishing for good results. Smart organizations 
need to embrace a formal and proactive change management approach that takes  
into consideration developing new skills, developing consensus and advocacy for  
the program, understanding of risks and organizational obstacles, and setting of 
formal measures and metrics for monitoring the program and gauging success. 
Change management in international data sourcing can be particularly challenging 
given its international, inter-cultural nature. Any change is difficult, but 
layer on language differences, culture differences, time-zone differences, lack of face-to-face time, and 
often, disparate P&L/financial accountabilities, and the change management process becomes even more 
challenging and important.

The change management 
process becomes even 
more challenging and  
important. 

EMBRACE CHANGE MANAGEMENT5
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In order to create a strong foundation for new marketing initiatives, Schneider Electric 
needed to improve the quality of its data across the globe to support both customer and 
prospect campaigns in every region of the world. Schneider Electric faced a number of big 
data challenges with this project, including issues related to the size and scale of the data in 
its global database, global operating complexities working across multiple teams and time 
zones, and an inability to fully demonstrate value to the organization to secure the funding 
and support required for success. In order to overcome these challenges, a global-led, locally 
implemented data quality process was developed in order to clean, fill white space, and 
optimize the viability of each customer record. The solution was initially tested in small 
batches across high-priority countries and then rolled out across multiple regions. The  
solution helped Schneider Electric achieve:

$6.6 million in new revenue
results have generated new revenue of $6.6 million

Tens of millions in savings
a savings of tens of millions of dollars is projected over  
the next five years

17:1 ROI
realized on marketing spend

28,224 trees conserved
Schneider Electric is contributing to the environment 
by saving 235,200,000 pages of paper, resulting in the 
conservation of 28,224 trees

SC
H

N
EI

DE
R 

EL
EC

TR
IC

CA
SE

 
ST

U
DY

$

$

$

http://merkleinc.com/


Global Data Sourcing: Think Global, Act Local.16

THE NEXT CONVERSATION

Achieving successful international data sourcing can be a complicated endeavor, one that may seem to have 
enough moving parts that it can be a challenge to even conceptualize a starting point. We believe the best 
first step is to baseline your data and understand where you are today. This is achieved through a multi-lens 
assessment of your data, your business and marketing objectives, overall international growth strategy, and 
financial considerations (e.g., your expected data budgets). Once this baseline is established, a fully articulated 
international data acquisition plan can be formulated.

Perhaps even before the baseline data viewpoint is generated, an easier first step may simply be to start a new 
conversation about your international data strategy given the insights presented here. Key explorations may be 
about whether a difficult strategy was under consideration or if your knowledge of international data buying 
challenges was complete. These can elicit honest questions with thoughtful answers. The organizations that 
seek to learn lessons ahead of time, instead of learning them through trial and error, will find themselves better 
suited to orchestrate their global organization and better capitalize on initial international marketing investments.
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