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Incite Marketing and Communications is 
committed to providing highly relevant, 
research-based insights for you, the marketing 
and communications professional. Through 
detailed analysis, industry benchmarks and 
revealing interviews, our purpose is to shed light 
on central challenges so you can succeed an 
ever-evolving, fast-paced industry.

By tapping into our community of marcomms 
professionals, we find answers, build focused 
products and directly address your needs so you 
can effectively and efficiently problem solve.

In a world dominated by technology and 
controlled by the customer, Incite will help you 
seize opportunities, make faster, more informed 
decisions and keep you on the cutting edge of 
marketing and communications.
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I have spent the last year working closely with senior marketing and communications 
executives from some of the biggest brands in the world.

Right from the initial research my team and I conducted, it became clear that 
marketing and communications are facing an unprecedented series of challenges.

The scale, speed and complexity of marketing’s evolution will leave few aspects of 
your role untouched.

We at Incite see our job as helping you evolve.

We do this by pooling insight from the marketing community to find new trends 
- and new solutions to your problems. We spend months talking directly with 
C-suite executives from some of the biggest companies in the world. Then we go 
broader - asking detailed questions of thousands of your peers, in an attempt to find 
benchmarks you can use, and insights to inform your future strategy. 

We turn this ‘raw material’ into white papers like this one, into articles available on 
our website, and into our series of summits, seminars and webinars.

This study is designed to help you negotiate a turbulent period. Every part of it - the 
charts, the quotes, the forecasts - is based on our direct collaboration with you and 
your peers. 

I look forward to continuing this collaboration in the year ahead - and mapping a 
path to a more successful future.

Kind regards,

Nick Johnson
Founder and CEO
Incite Marketing and Communications
@gnjohnson

A letter from Incite’s founder
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Things are being 
transformed quite 
significantly - [they] 
are changing and 
accelerating fast”
Marc Speichert, Chief Marketing Officer, L’Oréal USA

Marketing and communications are in a state of flux. Both disciplines are facing significant internal and external 
pressures to evolve.

This briefing, the product of many hours of direct conversation with senior marketing executives, and feedback 
from thousands of brand marketers across the world, is designed to help you navigate a path through a challenging 
and changing landscape.

We’ve divided the briefing into two parts:

In Part One, we look at how social, mobile and other trends have fundamentally 
changed the relationship between brand and customer. 

As all marketers and communicators know, the power to control your brand is no 
longer exclusively yours. This, and other themes, are evaluated, and we map out the 
scale of the challenge you face.

In Part Two, we look at how one can go about overcoming this challenge. 

We go in depth on how successful marketers are managing the three fundamental 
aspects of their role:

1. Peacekeeper: Build collaboration internally and forge strong relationships across 
multiple departments

2. Navigator: Marketing decisions will impact on many elements of corporate 
strategy - and marketers need to map a clear path for the business as a whole

3. Student: Do everything you can to learn from your customers

Using a combination of benchmarks and detailed feedback from peers, we pull 
together suggestions on what multi-channel should look like in your business; we 
give you insights on desiloisation and measurement to build a ‘high def’ picture of 
your customer; and we map out your role in reformatting business operations to be 
fit for purpose in this turbulent future.

INTRODUCTION

“I think it’s an exciting time for marketing, 
things are being transformed quite 
significantly.

“But it means that people need to think 
differently about what the future looks 
like, and equip themselves with the right 
skills.

“It’s exciting, because the rise of digital 
has changed the relationship between 
the consumer and the marketing person. 
Those marketing executives need to 
understand how they can best impact 
that. And yes, it does mean that there 
are some things that need to be done 
differently.

“If there’s not that realisation that things 
are changing, then maybe in a couple of 
years you will become obsolete. Because 
the marketing of tomorrow will not be 
the marketing of yesterday - things are 
changing and accelerating fast.”

Marc Speichert, Chief Marketing 
Officer, L’Oréal USA
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2014 is certain to be a year of significant challenges, but also considerable opportunity.

We hope this white paper enables you to overcome your challenges, and leverage 
your opportunities. 

Please do let us know your thoughts over at our website - www.incitemc.com

Is your function  
(marketing/communications) 
facing significant internal and 
external pressures to evolve?

12% NO
88% YES

INTRODUCTION
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Your customer has changed

Brands are reacting to a three-fold change in their relationship with their customers.

1. Customers have more power than ever before.

2. Thus, their expectation as to what constitutes ‘acceptable interaction’ with your brand is changing.

3.  Consumer ‘location’ is changing - you won’t find your target audience gathered around the TV on a Wednesday 
evening any more.

You’ve lost power. Your customers have gained it.

Do consumers have more 
power to affect your brand 
than they did 5 years ago?

12% NO
88% YES

The fundamental change is a radical shift in the power dynamic between brands and their consumers.

This has been initiated by two things:

1. Voice

The rise of social media means that consumers now have an audible voice in the conversation about your brand. 
You can hear them. And so can other customers.

Your brand is no longer within your control. Without a passionate and happy set of customers, you will find it very 
difficult to effectively engage and expand your customer base.

Jeff Shafer is the Vice-President of Corporate Communications at Lenovo. He feels that brands no longer have the 
control they once did.

 “ You certainly can’t be a control freak any more! People are going to create their own context for your brand, 
they’re going to be talking about it. 

 “ Or at least you hope they’re going to talk about it: that you’re interesting, authentic and engaged enough for 
them to want to talk about it – and talk about it positively.“1

Jeff Shafer, Vice-President of Corporate Communications, Lenovo

THE CHANGING OPERATIONAL ENVIRONMENT

1 “In Depth with 
Lenovo’s VP of 
Comms: Storytelling, 
the importance of 
reputation, and speed 
of response”  
- InciteMC.com 
- bit.ly/GzFi4T 



Peacemaker, Navigator, Student:
The Marketer to 2015

9Join the conversation at inciteMC.com and via @incitemc

2. Choice

Customers can no longer be forced to listen to you. In the past, you knew a TV ad during ‘I Love Lucy’ got you into 
the living rooms, and consciousness, of millions of potential customers.

Now people can fast forward through TV ads. They can block online banner ads. They can unsubscribe from emails 
with one click. 

It is far easier to ignore you than it ever was before:

 “ It is interesting, we’ve spent so much of our history doing print, and media, and television. One of the things 
I’ve noticed is that people simply aren’t looking at that stuff any more - at least in this country.  They’ve begun 
to fast forward through TV advertisements.”10

Claire Burns, Chief Customer Officer, MetLife

With more power comes elevated expectation

It follows that with significantly more power and choice, customer expectations about interacting with your brand 
have changed. 

1. Expectation of authentic conversation

When a customer talks to a company, they expect ‘authentic conversation’. They want their experience of talking 
to your brand to be akin to that of talking with a friend, or at least long-term acquaintance. Not a corporate team 
of thousands spread across the globe. For that to happen, a company needs to be able to engage with said 
customer with a unified voice, across a plethora of touchpoints - social networks, call centers, emails. 

Crucially, the company must also have records of previous conversations, and use those records to fulfil the 
customer’s needs more quickly and completely. 

Finally, in the context of ‘real-time conversations’, where responses are demanded far more rapidly than previously, 
a brand can no longer spend two days fashioning and getting approval for the conversation.

2. Expectation of relevance

You can’t expect to broadcast messages based on products, not consumer groups, any more. Existing levels 
of targetting (based on demographic groups, not individuals) will no longer pass muster. Consumers expect 
messages that are relevant, that are personalised, and that engage them specifically.

THE CHANGING OPERATIONAL ENVIRONMENT

10 “How MetLife 
shares data, works 
collaboratively, and 
uses big data for 
customer  centricity”   
InciteMC.com    
bit.ly/18LjKMn
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Your customers aren’t where they used to be

“ I need to use more channels 
than TV, Radio, Print and  
Email to Effectively  
Engage Consumers”11

12% NO
88% YES

Facebook, Twitter, LinkedIn. Vine, Instagram, Path. YouTube, Hulu, Netflix. 

Your customers spend increasing amounts of time online, and less time consuming ‘traditional media’. Anyone 
who has been awake in 2013 will know the reasons for this - increasing uses of social media to augment/replace 
real-world interaction; consumption of media via mobile devices; second-screen viewing; the ability to fast forward 
through TV advertising, etc.

In and of itself, this represents a significant challenge. When one begins to appreciate the speed of the change, 
it becomes terrifying.

THE CHANGING OPERATIONAL ENVIRONMENT

11 Johnson, N, 
“The Evolution 
of Marketing and 
Communications  
in 2013”    
bit.ly/1eXvFuY
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Your playing field has changed

It’s not simply customer expectations that have undergone a revolution. The landscape on which you operate has 
also changed almost beyond recognition:

1. You’ve got more channels to manage than ever before

Consumer bases are fragmenting. Thus the brand marketer needs to be in far more places than ever before. You 
need to know the strengths and weaknesses of every marketing channel. Then you need to execute on them well.

2. You have access to more data than ever before

You must be in a position to leverage this data, analysing it and being agile enough to incorporate findings into 
future strategy. The first step is determining what to measure, then embedding a measurement system that will 
deliver actionable insight. 

Do you have more data  
on your customers than  
you did 5 years ago?

14% NO
86% YES

3. You need to respond faster than ever before

You’ve got to respond to people more quickly than was the case even a couple of years ago. 42% of consumers 
now expect a response to an online query within 60 minutes, and 67% expect a response within a day3. In an area 
when an unanswered query is public (and often a rallying point for dissatisfied customers) any longer is not good 
enough. Unanswered queries have a nasty habit of turning into crises.

4. You need to beat more competitors

This new landscape removes significant barriers to entry and opens the door to many niche competitors - who as 
a result of being smaller, and more focused, can be more agile and relevant to their core consumer groups.

THE CHANGING OPERATIONAL ENVIRONMENT

3 “42 Percent of 
consumers complaining 
in social media expect 
60 miniute response 
time”  
- Convince and Convert 
- bit.ly/16F0x13
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So how big is the challenge?

In this chapter, we investigate how large companies are beginning to respond to the changes and challenges 
outlined above. We look at how they’re reformatting business operations, marcomms strategy, and internal 
workflows - to be fit for purpose in the turbulent times ahead.

Fundamentally, every element of the challenge outlined above is about being more closely aligned to the 
customer. There are many ways one could choose to describe this trend. The most popular term is currently 
‘customer-centricity’. 

There are as many definitions of customer centricity as there are synonyms for it, but the Booz Allen Hamilton 
version is as good as any. They define customer-centric businesses as:

 ” re-orient[ing] their entire operating model around the customer, increasing customer-satisfaction and their 
own profitability in the process. They align their operating models behind a carefully defined and quantified 
customer segmentation strategy, and tailor business streams - product development, demand generation, 
production and scheduling, supply chain, customer care, etc - to delivering the greatest value to the best 
customers for the least cost.”4

As one can see, this is a rather significant shift. 

Importantly, to make this shift, a company must significantly refashion internal operations. To build a deeper 
picture of a customer, a company must collaborate and share data internally on an unprecedented scale. No 
longer are separate market research departments for different brands, products, or areas of operation viable.

No longer can Communications Departments track their impact in a silo, separate from the Marketing team. No 
longer can customer data be stored in separate repositories across the business. For a truly customer-centric 
business, this data must be unified. 

It’s an enormous challenge. Claire Burns, who has the remit to turn MetLife into a customer-centric business in 
her position as Chief Customer Officer, is perhaps more qualified to comment than anyone else. And she agrees:

 “ It’s a huge change remit...to be customer-centric requires a systematic retooling of almost everything that you do.”5

Claire Burns, Chief Customer Officer, MetLife

She’s not alone: 

 “ Being more consumer-centric is critical - so we understand who the consumers that are not currently being 
reached are, and how we should most effectively target and engage them in the future.”6

 Marc Speichert, Chief Marketing Officer, L’Oréal USA

 “ Being customer-centric is absolutely key to the Wells Fargo business and communications models”7

 Alan Elias, Senior Vice-President of External Communications, Wells Fargo

 “ One has to bear in mind that there is a HUGE amount of work to do to get there.”8

 Chris Krohn, Chief Marketing Officer, Restaurant.com 

THE SCALE OF THE CHALLENGE

4 Booz Allen Hamilton, 
“The Customer Centric 
Organisation: From 
Pushing Products to 
Winning Customers” 
pg1

5 “Claire Burns, Chief 
Customer Officer at 
MetLife on driving a 
revolution to customer 
centricity” - InciteMC.
com - bit.ly/19Vi6q2 

6 “Marc Speichert on 
how he has evolved 
L’Oreal’s marketing 
focus”   InciteMC.com   
bit.ly/19krVLZ

7 “Wells Fargo on 
Big Data, Customer-
Centricity and 
multi channel 
communications”   
InciteMC.com   
bit.ly/1eXuCv9

8 “The CMO of 
Restaurant.com on 
personalization, social 
media and multi-
channel marketing  
best practice”   
InciteMC.com  
bit.ly/19ViDIv
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It’s not only these senior executives who appreciate the need for change. There’s a growing consensus amongst 
‘rank and file’ marcomms execs that increasing alignment to the customer is fundamental to future success:

Do you feel your 
business needs to 
be more closely 
aligned to your 
customer?

8% DISAGREE
0% STRONGlY DISAGREE

53% AGREE
39% STRONGlY AGREE

It’s clear that large brands recognise the increasing importance of customer-centricity to their future success, while 
also understanding the significant amount of work remaining to deliver a business worthy of the ‘customer-centric’ 
name.

As Claire Burns says:

 “ The whole world is moving in this direction, recognizing we’re in the age of the consumer. 

 “ Consumers are more powerful, have more access to information and technology, and there’s a whole lot more 
transparency. 

 “ To be successful, we know we have to behave differently with consumers, and deliver solutions that address 
their problems and needs – rather than trying to push products that may or may not be relevant, as we have 
done in the past.”9

Claire Burns, Chief Customer Officer, MetLife

THE SCALE OF THE CHALLENGE

9  “Claire Burns,  
Chief Customer 
Officer at MetLife, 
on driving a 
revolution to 
customer centricity”    
InciteMC.com    
bit.ly/19Vi6q2
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So how do brands get closer to their customers?

How do brands align better with the customer, and respond to the new set of pressures and expectations they 
face? 

There are four specific challenges to overcome:

1.  Be where the customer is: Become agile enough to ensure you can put together a comprehensive, multi-
channel customer outreach strategy

2.  Be fast: Guarantee you can talk back to customers at the speed they expect

3.  Get a clearer picture: Leverage new data sources, and desilo current data, to ensure you can build up a 
comprehensive image of each of your customers - and use it to deliver relevancy 

4.  Restructure your company: To achieve the first three points, a company must become better at sharing 
insights internally, and reduce boundaries between departments to deliver a unified external voice

Sounds simple? It isn’t. In the following chapter, we’ll investigate how some of the largest, most forward looking 
companies in the world are doing it.

PART TWO: GET CLOSER
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Be where the customer is

Companies need to be present where their customers spend time. Over the last five years, that has become 
significantly more challenging.

 “ It is interesting, we’ve spent so much of our history doing print, and media, and television. 

 “ One of the things I’ve noticed is that people simply aren’t looking at that stuff any more - at least in this 
country. 

 “ They’ve begun to fast forward through TV advertisements.”

Claire Burns, Chief Customer Officer, MetLife

The last great increase in marketing channels came over a decade ago, when email, paid search and SEO all 
became viable options for brand marketers. That increase in channels pales in comparison to the choice facing 
you today:

1.  There are about 10 social media platforms any marketer must know about at any one time (and they 
change constantly)

2.  There are other digital options - display ads, search ads, SEO, etc

3.  ‘Branded content’ is increasing in importance

4.  TV, radio, print and email are all still relevant

That means companies need to think deeply about how to become truly ‘multi-channel’.

Disconcertingly, the vast majority of large brands are not prepared for this challenge:

“ Our multi-channel 
strategy is not as 
developed as  
it should be”

20% NEUTRAl
4% DISAGREE

76% AGREE

OVERCOME MULTICHANNEL COMPLEXITY
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Thus, they expect to spend significantly more money in the year ahead:

“ I expect my company’s 
resource spend on 
multi-channel will 
increase over 2013”12

17% NEUTRAl
9% DISAGREE

74% AGREE

Marketing channels ranked  
by importance to their brand

What are the most important 
channels for marketers?

Email marketing, which gets increasingly 
fewer mentions in terms of future 
marketing strategy, is still the number 
one marketing channel for the majority  
of large companies polled. 

Social, which has rocketed up the 
rankings in a few short years, is now 
second, followed by direct mail and then 
location-based and mobile channels.

TV advertising is second from bottom, 
which chimes with statistics found 
elsewhere that budgets for broadcast 
media advertising aren’t growing -  
Kantar found they dropped 0.1%  
in Q1 of 2013.13

OVERCOME MULTICHANNEL COMPLEXITY

12 ibid

13 “Kantar 
Media Reports 
US Advertising 
Expenditures were 
Flat in the First 
Quarter of 2013”, 
Kantar Media,  
bit.ly/15VRe6S
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How do you ensure you’re in the same place as your 
customers?

It’s beyond debate that large companies have a significant challenge in communicating with their customers over 
the plethora of new channels available to them.

In this chapter, we’ll investigate how brands can overcome this challenge, with advice from several industry-
leading CMOs, and submissions from thousands of corporate peers.

Find the right balance between new and proven

The decision on how a marketing mix is constructed must come from someone with ‘eyes’ on every element of a 
marketing strategy. This cannot be done by a committee of cheerleaders for individual platforms, but by someone 
who can see an entire strategy, spot holes, and make an informed decision as to which new channel is best placed 
to fill those holes. 

This is a question of balance, according to Jennifer Dominiquini, Chief Marketing Officer for Fitness, Sporting 
Goods and Toys at Sears/KMart:

 “ There is an increasing need to balance emerging marketing techniques with more tried and tested techniques. 
The challenge is to experiment sensibly – to find value.

 “ Balancing all these techniques is vital. Using a new technique simply because it’s new makes does not 
necessarily make sense but likewise not trying something new because it is not proven also does not make 
sense. 

 “ You’ve got to think through the marketing mix, and find bang for your buck and proven ROI.”14

Jennifer Dominiquini, Chief Marketing Officer for Fitness, Sporting Goods and Toys, Sears/KMart

There are three elements to this challenge

1. Determine what channels work for you

2. Determine how you should market on a new channel

3. Do it all very fast

In a space given to hype and a relentless fascination with the new, this can be hard to do in a calm, objective 
manner. The annals of marketing are filled with stories of brands who ‘threw the baby out with the bathwater’. 
Those who ditched traditional, proven marketing channels for a new platform that turned out to be rather less 
incredible than initially expected.

It is essential that brands move fast (as we’ll discuss in more detail below). But they must move fast in the right 
direction. For that to happen, marketers must have a detailed understanding of:

1. The capacities of new channels

2.  Their audience (new social channels are increasingly specialising in terms of audience, and the wide reach of 

OVERCOME MULTICHANNEL COMPLEXITY

14 “Jennifer 
Dominiquini, CMO 
of Sears/KMart 
(Fitness, Sporting 
Goods and Toys) 
on Measurement, 
Personalised User 
Experience and 
More”   InciteMC.com   
bit.ly/1eXw2Wr
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Facebook is unlikely to be replicated, with new platforms favouring more niche 
markets)

3.  Said channel’s capacity to get across the message you need to transmit 

The choice of which channels to incorporate into a holistic strategy is dependent 
on goals, company type, content and messaging. The successful marketer has an 
accurate process for determining fit of new channels for pre-existing campaigns, 
and for forging new campaigns to fit new channel opportunities.

Sing from the same hymn sheet

Are all your customer 
touchpoints the 
responsibility of  
one unified team,  
or many teams?

29%  
ONE TEAM

71%  
MANY TEAMS

A multi-channel strategy will only reach it’s full potential when each channel is leveraged to its maximum capacity. 

Considering many of the newer channels to choose from have significant ‘social’ functionality, that means your 
company must be able to engage, respond and have conversations across multiple channels. 

Currently, different consumer touchpoints are often the domains of different (and often quite separate) teams - the 
customer service department may run the corporate Facebook page, while Twitter is run by Communications.

While it would be ideal for all channels to be run by one function (ideally a merged ‘customer engagement’ 
function incorporating marketing, communications, brand, PR and customer service), it is hardly realistic for most 
brands over the coming year.

The next best alternative is a clearly defined brand voice that all touchpoints conform to, and an improvement to 
existing CRM systems to ensure a conversation started on Instagram can be finished on Twitter.

Be agile and fast

 “ You’ve got to bear in mind, always, that the [marcomms execs] are already behind. Everything that I think I 
know about social media is something that my 15 year old knew a while ago, and has already moved past.“15 

Jeff Shafer, Vice-President of Global Communications, Lenovo

Accurately assessing the potential impact and opportunity of new channels and platforms at speed is a huge 
challenge. The number of new channels a marketer could use is increasing daily. The number of channels a 
marketer should use is not. 

A note on ‘Virality’

‘Going viral’ is an enormously 
damaging aim in and of itself for a 
corporate marketer. Virality, by it’s 
very nature, will have to be humorous 
and or/shocking, and must have very 
limited brand messaging within it. 

Granted, some advertising campaigns 
pushing the brand hard have gone 
viral, though the most successful 
examples are ‘surreptitious’ 
recordings of ‘impromptu’ flashmobs, 
funny videos (Dollar Shave Club) or 
campaigning organisations (KONY). 
Viral marketing will emphatically 
not work unless the aims of your 
campaign align with the capacities 
outlined above.

OVERCOME MULTICHANNEL COMPLEXITY

15 “In depth with 
Lenovo’s VP of 
Comms: Storytelling, 
the importance of 
reputation, and 
speed of response”   
InciteMC.com    
bit.ly/GzFi4T
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As Linda Rutherford, Vice-President of Communications and Strategic Outreach at Southwest Airlines says:

 “ There are new ways to engage your audience with your brand that are popping up every day - the speed, and 
the creativity, with which things are moving these days means we are constantly going to be learning about 
these new opportunities to connect”

 “ It’s the biggest challenge right now...The pace of change in the technology of communications is obviously 
an overwhelming influence on everything that we as executives do”16

Linda Rutherford, Vice-President of Communications and Strategic Outreach, Southwest Airlines

So how do you streamline for speed?

To ensure your company is agile enough to incorporate new channels quickly, and 
use them efficiently, consider this system:

1.  Allow any marketer to ‘pitch’ new channels through a clearly defined 
innovation process, which is judged by senior executives against consistent 
criteria (marketing problem this will solve; ROI to track against; benchmark 
performance figures and how they compare to existing metrics; content that 
will need to be generated; expectation of resource requirement, etc)

2.  Once a channel has been passed as an efficient resource that chimes with 
pre-existing aims (hence the need for CMO or other senior executive to 
assess), the senior marketers must give autonomy to those ‘at the coalface’ 
to use said channels with more independence than was previously the case. 
It is untenable to expect the creation of an effective marketing campaign 
where response (or more accurately, conversation) is delayed for days while 
deliberations continue internally. 

NB: This is emphatically not an argument for the reduction of influence, or 
oversight, from the legal team - simply a suggestion that guidelines are prepared 
in more detail to ensure that all departments are clear on how much can be done 
without authorization (working to ensure as much as possible fits in this category).

If you are able to ensure your marketing department follows the steps above, 
you can enter into this confusing, fast-paced, complex and challenging multi-
channel world with a degree of confidence. The number of channels is, effectively, 
immaterial, if one has a process in place for assessing them; and if autonomy to 
use them effectively can be devolved to the individual marketing executive.

The Weaknesses of Content

The first real evidence of recognition that 
‘traditional’ marketing was no longer fit 
for purpose was the drive towards ‘brand 
as publisher’, and the increasing primacy 
of content generation in marketing 
departments.Brands are scrambling to 
product hours of polished, professional 
content in an attempt to grab the attention 
of an ever-more fickle and choosy consumer 
base.

In fact, content in and of itself is not 
enough. Content is one aspect of a more 
customer-centric approach to marketing, 
and will fail without the others.

Blindly focusing on pumping out more content 
is a good strategy to ensure you remain in the 
middle of the pack. And probably use rather 
more money than you need to.

The best marketers are those who:

1) Generate content tightly linked to 
individual consumer needs - in small scale, 
across many media

2) Put this content at the centre of a multi-
faceted marketing approach, enabling 
the consumer to engage with it online, in 
person, via social networks and over more 
passive channels like television

It is this latter challenge - the harmonising 
of a plethora of channels into one strategy, 
singing in unison - that will bring the most 
success in the long term.

OVERCOME MULTICHANNEL COMPLEXITY

14 “How to Integrate 
paid, earned and 
owned channels for a 
seamless, engaging 
and effective 
outreach strategy”   
InciteMC.com    
bit.ly/16VkOZq
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Measure to improve, and get a clearer picture of your 
customer

Are you confident that 
you’re measuring the 
right things – to assess 
success, and guide 
future strategy?

27% YES
73% NO

Two divergent claims are popular in the new world of marcomms:

1. “Measurement and finding ROI is really hard”

2. “We know more than we’ve ever known before”

At first glance, they’re irreconcilable.

Not true. In fact, the former is informed by the latter. One can measure far more than was ever possible. 

The challenge is knowing what to measure.

Too often, the plethora of choices leads to immobility. Marketers and communicators either use traditional metrics 
(not fit for purpose) or vanity metrics (not actionable). 

Successful executives, unsurprisingly, counsel against either strategy:

 “ My advice? Keep it simple! You’ve got to be realistic – if you try to measure too much, you’ll end up measuring 
nothing.”17

Jennifer Dominiquini, Chief Marketing Officer (Fitness, Sporting Goods and Toys), Sears/KMart

Make good decisions early - to execute better later

While the multi-faceted goals of most corporations make measurement a more complex issue than picking one 
goal and aligning marketing towards it (you could quite easily be tasked with generating leads, building brand 
voice and increasing revenue per lead at the same time), it’s important to have a clear list of priorities in place 
before beginning to construct your marketing mix. 

Marc Speichert, Chief Marketing Officer of L’Oréal USA has some advice:

 “  I think what’s important is just making sure that you’re always grounded in defining what’s important at each 
of the steps on the path to purchase. 

 “ You’ve got to think about this from the point of view of that path to purchase. So you can be very successful 

MEASURE TO IMPROVE

17 “Jennifer 
Dominiquini, CMO 
of Sears/KMart 
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Experience and 
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at consideration, but if you’re not successful at evaluation, then you miss the consumer before they actually 
purchase and convert.  

 “ How I make sure I select the right channels in the area of evaluation is critical. How do I do the same on the 
consideration phase, making sure I’ve ROI-optimised my selections in terms of awareness-building? What 
are the best, most efficient print books, tv channels, display banners - and how do I optimise that so I can 
redistribute some of those savings into other areas, like evaluation?”18

Marc Speichert, Chief Marketing Officer, L’Oréal USA

Alan Elias of Wells Fargo agrees:

 “ All channels have a potential place, but we’ve got to always apply PR101 strategy and work backwards. What 
do we want to achieve at the end of the day? Who are we trying to influence? How do we best reach those 
individuals? 

 “ Then, we can more effectively work to develop the best approach and utilize the best channels to accomplish 
the goal. 

 “ To plough forward with an approach that is solely predicated on using social media-based to reach the 
consumer, or relying upon traditional media to reach CEOs/CFOs, is very likely short sighted and even a bit 
naive.”19

Alan Elias, Senior Vice-President, Head of Wholesale Bank Communications, Wells Fargo

MEASURE TO IMPROVE
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Get a ‘high-def’ picture of your customer by gathering 
all insights in one place

Is all customer data 
stored in one large  
silo, or in many silos?

22% ONE SIlO
78% MANY SIlOS

Is it a good thing  
that data is stored 
across many silos?

80% NO
20% YES

Currently, many companies have a fragmented customer insight function. As discussed in Chapter 1, that won’t 
work for a customer-centric business. 

To be successful, one must get rid of separate silos of customer information, and begin to assess all available data 
in one place, at one time. 

One company that has taken this on board is L’Oréal USA. Previously, their marketing was organised by brand 
and product line - defining consumer groups as premium, luxury, etc. After spending time looking into actual 
consumer behavior, they realised than an individual does not conform to these categorisations, and while in the 
‘value’ section for haircare, may be ‘super-premium’ when considering a face cream. The Go To Market strategy 
needed modernising. 

 “ Moving towards a centralised insights function means that we’re now really able to follow our consumers 
whichever channel they move in - wherever he or she goes from a shopping perspective. I think that before 
we centralised our market research teams, we had a lot of depth in understanding channel by channel. So, we 
had a few dedicated to the mass market channel - and they knew everything inside out for that channel - but 
not so much the others. 

MEASURE TO IMPROVE
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 “ And yet, the reality is that the percentage of consumers that are only shopping in one channel of distribution 
is very small. So being able to track that consumer across all of our distribution channels has been very 
valuable. It helps us to better position our portfolio of brands - and also have more productive conversations 
with the retail organisations across these channels.”

Marc Speichert, Chief Marketing Officer, L’Oréal USA

Someone buying their shampoo in Wal-Mart does not preclude them from buying makeup in Saks. Without 
a centralised function, L’Oréal were unable to track this customer across several channels. Their picture of the 
customer is now far more complete, and marketing much more effective.

However, as Chris Krohn, Chief Marketing Officer at Restaurant.com points out - this centralisation and extension 
of customer insight is not without cost. One of the first big ticket purchases is a CRM system fit for purpose:

 “ You have to make major investment and commitment to do this. It’s not just something you can say “let’s 
try and see” - you’ve got to actually put in the data collection and the data management, data cleansing 
processes in place, you’ve got to have a system built where you can keep all that, a ‘data warehouse’ if you 
will, and then you’ve got to have campaign management tools on top of this  - otherwise you can’t scale.

 “ We’ve invested significantly over the last couple of years on a CRM infrastructure including a 360-degree 
customer database where we’re tracking all sorts of customer behaviours - whether that is email engagement 
or browser engagement, or mobile engagements or purchase behaviours or customer service contacts, or 
whatever the case may be. 

 “ We’re collecting a greater and greater amount of behavioural data, married with demographic data that’s 
either self-reported or third-party generated.“20

Chris Krohn, Chief Marketing Officer, Restaurant.com

Once a company is able to pull all this data together, you can begin to pull the customer into greater focus. And 
that brings considerable advantage. As Jennifer Dominiquini, a CMO at Sears says

 “ We’re no longer beholden to targeting based on demographic groupings. We’re understanding at an 
individual customer level now – and that’s enormously powerful.”21

Jennifer Dominiquini, Chief Marketing Officer for Fitness, Sporting Goods and Toys, Sears/KMart

MEASURE TO IMPROVE
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Restructure to enable a faster, multi-channel approach

As we have seen, for a company to flourish in this new world of customer power, they need to:

1. Be fast and agile

2. Share data better internally to build up a ‘high def’ picture of the customer

3. Engage with the consumer with a unified voice, whatever the touchpoint

According to marketing executives, current organisational models are not fit for this purpose:

Do multiple 
departments 
need to work 
better together 
for an enhanced, 
unified customer 
experience?

5% NO
95% YES

It seems clear. To be a customer-centric company, internal organisation must change, and companies must deliver 
a more holistic experience for the customer on the outside.

THE COLLABORATIVE COMPANY
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So what changes must be made to become fit for 
purpose?

 “ There is an increasing bleeding together of departmental responsibilities and roles“22

Jennifer Dominiquini, Chief Marketing Officer for Fitness, Sporting Goods and Toys, Sears/KMart

It is incumbent on large corporations not to simply recognise this bleeding together, but to redefine responsibilities, 
roles and workflows:

 “  The challenge in trying to provide an integrated marketing and communications functionality is who does 
what, evolving those job descriptions and ensuring people don’t revert back to outmoded roles and 
responsibilities.”23

Jennifer Dominiquini, Chief Marketing Officer for Fitness, Sporting Goods and Toys, Sears/KMart

Friction is inherent in any redrawing of boundaries. To ensure the smoothest possible transition, you must know:

1. Which groups need to collaborate on a project

2. Who is responsible for what

3. How new working groups report and feed in to existing corporate structures

There’s no avoiding the significance of this challenge. But when attempting to bring various individuals and teams 
around to your way of thinking, bear in mind the views of this leading CMO:

 “ From my point of view, I don’t care who does something, simply that it gets done. I don’t want the PR team 
to focus solely on pulling media impressions, but all impressions – even though that may represent a change 
to their previous role. After all, bloggers are today’s journalists. And for them to take on that additional 
responsibility, collaboration and integration are required.”24

Who needs to collaborate?

At this stage, there are four individual departments who must work better together. Marketing, communications, 
customer service and IT. The first three to ensure a consistent customer experience, and the fourth to ensure 
relevant insight on consumers is transmitted to the other teams.

Chris Krohn of Restaurant.com is the rare CMO who started in IT. His view is telling:

 “  There’s a lot of overlap between the work that folks that are in what we’ll call ‘traditional marketing function’ 
and folks that are in IT function are doing.”

 “ You look at areas like data analytics and CRM, and to have a successful CRM programme, you have to have 
a strong data integrity function, a strong ETL development capability, and the data governance functions in 
addition to the database management functions, and the campaign management functions.”

 “So you’ve got a mix of programmers, data analysts, database architects, and marketers all in the scheme there”25

Chris Krohn, Chief Marketing Officer, Restaurant.com

THE COLLABORATIVE COMPANY

22 ibid
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Claire Burns, responsible for driving customer centricity at insurance giant MetLife, agrees:

 “ Our technology department is probably our core partner in this. Because we need to have the systems in 
place to gather data, to share that data, and use that data to then inform service interactions and purchase 
and cross-sell type interactions.”26

Claire Burns, Chief Customer Officer, MetLife

Should we remove the dividing line between marketing and communications?

The next major focus for collaboration is between marketers and communicators, two of the pre-existing corporate 
functions with the most direct exposure to the customer. 

These two functions are increasingly finding challenges, goals and responsibilities are aligning - and overlapping.

Consider the need to unify and share customer data. To do so effectively, separate marketing and communications 
departments represent more of an obstacle than an advantage.

MARKETERS:  
How important is it to work 
better with Communications 
over the coming year?

COMMUNICATORS:  
How important is it to  
work better with Marketing  
over the coming year?

32% IMPORTANT
15% QUITE IMPORTANT

48% VERY IMPORTANT

5% NOT IMPORTANT AT All

19% IMPORTANT
13% QUITE IMPORTANT

65% VERY IMPORTANT

6% NOT IMPORTANT AT All

79% of marketers say it’s either important, or very important, for marketing and communications departments to 
work more closely and in a more integrated way, than previously.

Their peers in the Communications department are even more emphatic. 83% say it’s important or very important 
to work more closely with marketing over the coming year.

THE COLLABORATIVE COMPANY
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The numbers are backed up by opinion from some of the leading marketers in the USA at the moment.

Claire Burns at Metlife says:

 “ Today we’re organised in product silos – we’ve always gone to market that way throughout the 145 year 
history of the company. But we’ve begun to change.”27

Claire Burns, Chief Customer Officer, MetLife

When asked whether he saw the merging of comms and marketing functions, Chris Krohn at Restaurant.com was 
emphatic:

 “ Definitely. All of our comms functions are within the marketing area. Both external comms and internal comms. 

 “ The PR and the communications functions, and the community relations efforts, support the brand goals and 
the marketing programmes. And the internal communications help bring employee alignment with those 
goals and those programmes.

 “ So we really found that centralising all those comms in one group has been very beneficial for us.”28

Chris Krohn, Chief Marketing Officer, Restaurant.com

Get the board on board

As with any new change within business, your job is exponentially easier once you get buy-in from the top. 
Without significant support from your C-suite, you will struggle:

 “ One must recognize the degree of commitment that’s necessary from leaders in the organisation to affect the 
degree of change necessary to be successful. 

 “ The more commitment you have from your top leadership, from your CEO, the quicker the path. I remember 
talking to American Express – who said that had they had that top-down commitment, they would have 
accelerated their path from what took ultimately 7 years to maybe 3.”29

Claire Burns, Chief Customer Officer, MetLife

What should your new internal organisation look like?

It should have six key components:

1. Focus on customer, not product, segments

 “ We have a plan to shift gradually to customer-level P&L, so instead of P&L by product, it’ll be P&L by customer. 
And, over time, we’ll re-organise the entire company along those lines.

 “ Today, we have to work across pre-existing silos to get something to market. But as we progress along our 
customer-centric journey, as we start to develop customer-centric products, we’ve begun to create small task 
forces focusing on customer segments to enable this.” 

 Claire Burns, Chief Customer Officer, MetLife

THE COLLABORATIVE COMPANY
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2.  Autonomous executives conforming to clear brand/engagement guidelines: If you want to ensure your 
brand is in a position to conduct genuine conversations with customers, you must allow your community 
managers/customer service representatives/marketing executives more autonomy. That way, not only can 
messages be rather more human than boilerplate text, they can be rather more timely. Of course, this is not to 
advocate giving your executives enough rope to hang themselves. The goal is a clear, well-laid out series of 
engagement guidelines, which can be used for guidance and accountability in future.

3.  Clear, measurable, and goal-oriented metrics available to all: As has been highlighted by multiple 
executives, it is essential to not only establish key goals and KPIs, but to ensure these metrics are available to 
all. As Drucker said, without measurement, one cannot effectively manage. 

4.  A focus on speed of response as one core metric: 42% of your customers expect a response within 60 
minutes.30 More broadly, your customers expect to talk to you as if they were having a conversation. The 
old model no longer works, and one must constantly attempt to cut down the time it takes to continue the 
conversation with your customers.

5.  Keep in mind key responsibilities sometimes do not complement each other: Bear in mind this advice from 
Jan Jones, Executive Vice-President of Government and Communicatio at Caesar’s Entertainment:

  “I’m not a great believer, honestly, in merging marketing and communications. Marketing messages are very 
different from corporate positioning and crisis communications. I know my PR communicators in Marketing 
have a whole different view of what their job is – it is to sell. Mine is different – to preserve the credibility of the 
organization. So I think that a degree of separation (with an understanding that you really need to stay aligned, 
and you can’t work entirely separately) is better.”31

 Claire Burns, Chief Customer Officer, MetLife

6. Bear in mind the structure doesn’t matter as much as the allocation of responsibilities

  “What’s more important than ‘location’ of the Communications department is how that department is allowed 
to operate. And I’m allowed to operate with a lot of independence/freedom. 

  “While I report to CMO, who happens to be pretty enlightened about what we do, I don’t consider our 
function is beholden only to marketing priorities of the company. 

  “As long as the Corporate Communications function has the freedom to be objective, the ability to provide an 
outside point of view on things that are going on, even within the organisation that it reports to, then I think 
you’re ok.”32

 Jeff Shafer, Vice-President Global Communications, Lenovo

THE COLLABORATIVE COMPANY
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Drawing Conclusions

The next year is going to be a turbulent one. The sheer amount of expected change is enough to give anyone 
pause. You’re stills scrambling to deal with the explosion of channels that social and mobile technology has 
instigated. And now you have to deal with big data, too. And smaller, more agile competitors for whom social has 
removed the barrier to entry. 

From 2014 onwards, your role will be a combination of the following:

Peacekeeper: 

One thing that is certain is that marketing departments will no longer function in glorious isolation. 2014 will 
be a year when we see meaningful shifts in internal organisation, and increasing pressure across all elements 
of enterprise to collaborate, to share data and to present a unified and engaging voice to the consumer. The 
marketer is at the leading edge of these developments, and that means you will often be the first to propose 
these new collaboration ‘opportunities’ internally. The best case scenario is your peers see you as adding to their 
workload. The worst is you’re invading their personal fiefdoms. It’s a fine balance.

Navigator: 

Marketing, Communications and Customer Service all, in varying ways, take the pulse of the consumer base. 
Working with IT, they generate the rich datasets that can be used to inform not only future marketing plans, 
but future corporate strategy. While many of these decisions will be made at board level, as someone ‘at the 
coalface’, you’ll need to make significant decisions with a knock-on effect for the rest of the business. Therefore, 
you must have clarity on the path the business wants to take, and you must make adequate preparations before 
embarking on the journey. Work with IT to augment your CRM system. Work with Communications to more clearly 
define brand voice. Work with individuals across the business to give you and your peers the ability to respond 
quickly and efficiently to consumer queries and reaction. And, before rejoicing in the power of big data turns to a 
nightmare of drowning in data, set out what you want to use data to find, and then build a robust measurement 
strategy to test your hypotheses.

Student: 

Perhaps the most important role you’ll play is that of a student. 2014 is full of learning opportunities, and the most 
successful marketer is the one who takes best advantage of this opportunity to learn. Learn from IT - how can we 
better process data, analyse trends and create meaningful insights that we can use to do our jobs better? Learning 
from peers is critical too. How do other brands navigate key measurement and execution challenges?

But most importantly, learn from your customer. What do they need? What will engage them? What makes them 
passionate about your brand?

Your customer has more power, and more choice, than ever. To flourish in the years ahead, you need to know 
exactly what they want. And deliver it - before your competitors do.

CONCLUSIONS
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