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approach to audience intelligence produces in its place.
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INTRODUCTION

THE GAP BETWEEN WHAT WE KNOW
AND WHAT WE ACT ON

Marketing leaders are carrying more measurement accountability now than at any point in the past
decade. Media has fragmented across dozens of channels and platforms. Consumer attention is harder
to reach with precision. Signal deprecation, privacy regulation, and walled-garden platforms have each
reduced visibility into what is actually working. Every major spend decision now requires justification at a
level of rigor that wasn't expected five years ago.

In this environment, the ability to know who you are trying to reach, what motivates them, how their
relationship with a category is shifting, and where they can be found should be a meaningful
competitive advantage. For most marketing organizations, that advantage is not being realized.

The research exists. The data is there. The insights teams are working. And yet the intelligence that
arrives at the moment of a critical decision is often thin, stale, or disconnected from the specific
question at hand. This is a workflow problem as much as a data problem, and the two reinforce each
other in ways that keep the gap between what organizations know and what they act on persistently

wide.

This paper diagnoses that gap, traces where intelligence
degrades across the workflow, and describes what a connected
approach produces in its place.




PART ONE

HOW INTELLIGENGE DECAYS

On most teams, audience intelligence travels a long way from research to activation. At every stage,
something gets lost. The cumulative effect is that the audience a brand thinks it is reaching and the
audience it is actually reaching are rarely the same.

Research Strategy Planning Activation Measurement

Hlustrative: signal retained as audience intelligence passes through each handoff.

Research to strategy

Research is where intelligence is richest. When it moves into strategy, compression begins: insights get
summarized, complex segments get reduced to simplified descriptions, and findings that don't fit the
narrative get set aside. By the time research becomes a strategic brief, a substantial portion of what
made it valuable has been left behind.

Strategy to planning

Planning adds a second layer of interpretation, working from the brief rather than the original research.
The specific audience profile — with all its behavioral and attitudinal nuance — gets replaced by a
planning target defined by demographic proxies. Age and income replace motivational insight. The
audience becomes abstract.
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Planning to activation

When plans move to activation, the audience gets rebuilt from scratch — constrained by whatever the
platforms make available: DSP audiences, social segments, publisher audiences, third-party providers.
These may or may not correspond to the audience research defined. In most organizations, nobody
checks.

Activation to measurement

Measurement compounds the problem. Attribution is built around the activation audience, not the
strategic one. With no persistent connection between the two, there is no way to evaluate whether the
strategy was right or whether execution served it. Each function works from its own translation, the
translations diverge, and the organization ends up with multiple partial versions of its audience
circulating at once.

What gets lost, made concrete:

WHAT RESEARCH FOUND WHAT ACTIVATION USED

Category switchers are motivated by a loss of Adults 30-49, household income $60k+, in-
trust after a negative experience, not by price. market interest segment as defined by the
They are actively looking for a brand that platform.

acknowledges the problem they had.

The research finding tells you why someone would switch and what message would move them. The
activation target tells you almost nothing about either.

ONE IS INTELLIGENCE. THE OTHER IS A MAILING LIST WITH A
DEMOGRAPHIC FILTER.
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PART TWO

WHAT THE EVIDENCE SHOWS

This is not an isolated organizational problem. It shows up consistently in how marketing leaders

describe their own situations, and the data documenting it has been accumulating for years.

31%

3%

estimated wasted due to poor data quality — with wasted media
spend cited as the most frequent consequence by 37% of
respondents. Six years on, the conditions that produced it have only
intensified.

FORRESTER CONSULTING, 2019

still face significant challenges connecting data from different
sources — and fewer leaders receive actionable insights in real time
than the year before. Investment grew; the ability to act on it did not.

NIELSENIQ CMO OUTLOOK, LATE 2024

are all that analytics actually influence, with data inconsistency
across sources cited as the primary barrier. The problem is not
capability — it is connection.

GARTNER

Together these findings describe a consistent pattern. Organizations are investing in intelligence. That

intelligence is failing to reach the decisions it was meant to inform. The gap is not closing.



PART THREE

WHY FRAGMENTATION
RAISED THE STAKES

For a long time, demographic proxies were adequate because the media environment was forgiving.
Television and print reached enormous audiences; if targeting was imprecise, raw volume absorbed the
slack. The cost of approximation was real but quietly absorbed into waste nobody could isolate. That
buffer is gone.

A media plan of comparable scale today might touch fifty or a hundred environments — streaming,
display, social, podcasts, retail media, connected TV, search. Each has its own data model, taxonomy,
and optimization logic. Without a stable audience definition as a through-line, the planis not a
coordinated effort. It is a collection of separate bets in separate ecosystems, each optimizing against a
slightly different stand-in.

You can measure whether the campaign reached the people
the platform'’s algorithm served it to. You cannot measure

whether it reached the people who were going to drive
business outcomes.

ROI measurement requires audience continuity

Measurement requires knowing what you were trying to accomplish, with whom, and whether you
accomplished it. If the activation audience does not correspond to the strategic target, the measurement
question becomes genuinely unanswerable. The brands making progress share an approach: they build
first-party audience assets they own and maintain over time, serving as the common reference point
across research, planning, activation, and measurement. The thread is unbroken, and the measurement
is interpretable.
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PART FOUR

WHAT STRUCTURAL CHANGE
ACTUALLY LOOKS LIKE

The broken workflow is not primarily an insights-team failure. It is the product of how organizations

structure the relationship between audience intelligence and the rest of the marketing function. Closing

the gap requires changing the architecture — not just the process.

Arnrros, inmmatad
APPIroAnTatca

THE CONNECTED INTELLIGENCE IMPERATIVE

A persistent intelligence asset
Audience understanding maintained continuously — not discrete studies
that degrade the moment they ship.

Intelligence built to travel

Structured around the downstream use cases of the people who must
act on it — planners, creatives, measurement.

Audience definitions that persist
Specific enough to target, stable enough to maintain, grounded in
primary data — not rented platform signals.

Shared intelligence

Insights as a standing contributor in the rooms where decisions are
made — not a service bureau answering tickets.
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PART FIVE

WHAT GOOD LOOKS LIKE

The organizations that have closed the intelligence gap share several characteristics worth naming

plainly.

01

02

03

04
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They treat audience intelligence as infrastructure, not expense.

A core body of audience knowledge, continuously updated and held at a level of specificity
that makes it operationally useful — carried forward and refined rather than replaced each
planning cycle.

They translate intelligence into activation-ready formats.

A research-defined audience can be matched or modeled against addressable data, so what
the insights team knows actually informs who gets served an ad.

They anchor measurement to the strategic audience.

The question is whether the campaign reached the intended audience and produced the
intended outcome — not whether the platform delivered impressions efficiently.

They have a different relationship with insights partners.

A shift toward data assets maintained over time, inquiry infrastructure available on demand,
and accountability for whether intelligence reaches decisions — not just whether research
was well executed.
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CLOSING

WHAT BRIGHT MOUNTAIN
IS BUILT TO DO

Media fragmentation is not reversing. Signal quality is not recovering. Measurement standards are
tightening. As a vertically integrated marketing innovation company, Bright Mountain connects the
capabilities a functioning audience-intelligence workflow requires:

BIG VILLAGE DEEP FOGUS BRIGHT STREAM

Persistent data & audience Strategy & creative Technology-driven activation
intelligence that does not development grounded in the that executes against the
reset between engagements. same audience audience research defined.

understanding.

Insight Strategy Activation Measurement

All four stages draw from the same connected foundation. The audience a brand's research defines is the

audience its media reaches — and the audience its measurement evaluates. The thread is unbroken.

THE GAP BETWEEN WHAT ORGANIZATIONS KNOW AND WHAT THEY ACT ON IS
WHERE COMPETITIVE ADVANTAGE GETS LOST. THE INFRASTRUCTURE TO
CLOSE IT EXISTS NOW.



BRIGHT
MOUNTAIN

A MARKETING INNOVATION COMPANY

The third paper in a series of three. The first, The Audience Imperative,
makes the case for audience as the strategic organizing principle of a
business. The second examines how the insights function changes when
audience understanding becomes an organizational asset.
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