Director’s Guide

What Digital Transformation
Really Means For B2B Marketers
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21% of marketers
surveyed globally
... had already
started a digital
transformation.
Managing Digital Marketing
in 2017, Technology for
Marketing, (TFM) and Smart
Insights (2017)

About this guide
This guide is for B2B marketers who want to understand more
about digital transformation and how they can both approach it
and capitalise on its impact on their role. We’ll discuss:
> Where the industry is with
digital transformation.

> The step-by-step approach
towards digital maturity.

> What its impact is, specifically
to B2B.

> The ways you can work towards
digital maturity in your own time.

> Whether ‘transformation’ is a
realistic short-term objective.
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1. Getting started

Digital
transformation
changes the
business through
digital content,
business
strategy, effective
structures, talent
development
and industry
engagement.
How Digital Transformation
can Revolutionise Marketing,
Jeff Rajeck, Econsultancy
(2017)
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Introduction
> Today, digital transformation is
widely understood to be a large
scale change to a business as a
whole: from its operating model,
to processes, to infrastructure
and outcomes.
> For marketing, things will change
too. Digital changes not only the
tools we use and how, and what
we present to customers – it gives
us more intelligence, more
adaptability and a chance to
become much more targeted,
efficient and cost effective.

> In a nutshell – it’s a journey
towards change that can be
travelled in three key stages:
1

Digital competence

2

Digital usage

3

Digital transformation.

Using new
insight to react
dynamically to
the audience and
using all this to
build everything
around the needs
of the customer.
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The digital transformation journey
These three key stages are split into the following definitions:
Digital competence
When we learn what digital technologies
are and how to use them for marketing.
1

Digital usage
When we use digital systems such
as collaboration tools, intelligent
algorithmic software and marketing
automation software, to start affecting
change and replacing old methods
and channels.
2

Digital transformation
When we go beyond usage to
establish digital as part of our DNA.
Revolutionising the efficiency of
processes, establishing new channels,
gathering new data. Using new insight
to react dynamically to the audience
and using all this to build everything
around the needs of the customer.
3

Efforts have
tended to focus
on internal cost
and process
efficiencies and
less on innovating
around sales,
marketing and
the customer
experience – and
that’s where the
real growth is.
How B2B Digital Leaders
Drive Five Times More
Revenue Growth Than Their
Peers, McKinsey & Company
(2016)
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So where are we now?
The problem is that digital has not yet
touched marketing to any great degree.
According to McKinsey & Company,
B2B companies have so far embraced
the digital revolution. Most are outpacing
consumer companies in digitising
back-office workflows and resource
planning and in modernising their
existing IT architectures.

However, McKinsey highlighted that
those efforts have tended to focus on
internal cost and process efficiencies
and less on innovating around
sales, marketing and the customer
experience – and that’s where the real
growth is.

The challenge is exacerbated by
the perceived scale of the task
To move forward – and start transforming marketing efforts in the
way that will drive real growth – B2B marketers need to focus on
a number of key areas that require a lot of effort and knowledge,
which include:
> Providing consistent, high quality
customer interactions and a
competitive differentiator, no
matter the channel.
> Adjusting selling models that
currently remain firmly planted in
the offline world.
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> Delivering analytics more
effectively and profitably to
manage long B2B sales cycles
that involve multiple buyers and
influencers.

As digital now
permeates
every part of a
business, many
argue that it
cannot be siloed.
What Does ‘Digital
Transformation’ Really
Mean?, Mindi Chahal,
Marketing Week (2016)
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But the way to get there
is not yet fully apparent
For B2B organisations, the task of
managing such wholesale change can
currently seem so daunting that many
don’t know where to start or how to
best prioritise their first steps.

Added to this, many B2B
marketing leaders have not yet
had the experience of managing a
transformation before, while the digital
specialists within the organisation
tend to work in silos and without the
influence to affect strategy.

2. Moving towards change

Moving up the
digital curve matters
because B2B
digital leaders turn
in stronger financial
performance.
Top-quartile B2B
players generate
3.5% more revenue
and are 15% more
profitable than the
rest of the B2B field.
How B2B Digital Leaders Drive
Five Times More Revenue Growth
Than Their Peers, McKinsey &
Company (2016)
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Plotting a practical course towards change
In this guide, we recognise these issues and explain how – as a B2B
marketer – you can plot your own course towards digital maturity.
> By accepting the reality of where
you are now.
> By realising that not everything
has to change overnight.
> By prioritising what needs to be
done first.
> And ultimately... by plotting a
course towards digital maturity
that will help you win the support
of your team, your board and the
organisation around you.

Understanding the task ahead
B2B marketers who want to move
towards digital transformation must
first understand the potential impact
that several key pillars of digital
thinking have on their role. They
must also understand what they are
currently lacking, in terms of skills and
knowledge of digital.

3. The pillars of maturity

Digital pillar #1:
Better use of data
Digital is in many ways defined by
the ever increasing volumes of data
collected via websites, apps, devices
and content marketing.
The key task is to make the most of
that data to find new insights and act
on them in innovative ways.
Impact for B2B marketing teams
At the moment, many organisations
that sell in a B2B environment struggle
to use data properly to improve
understanding of prospects’ behaviour
throughout the buying cycle, respond
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to it and share the information effectively
throughout the organisation.
Often the data is difficult to interpret,
and is difficult to identify value and act
on that value.
Over time, pressure is going to grow
on B2B marketers to understand
data better. That means they will also
need to understand the impact of
technology – specifically in terms of
CRM, marketing automation platform,
customer service/experience software,
analytics and Big Data.

Digital pillar #2:
Better engagement
Digital puts the focus on customers.
It enables us to test what prospects
like, what they don’t like, and create
personalised communications and
experiences.
Impact for B2B marketing teams
At the moment, the gap between
human expectations and the reality
of where the organisations are, in
terms of service and engagement,
is too large. Consumers – even B2B
‘consumers’, or buyers – demand
greater digital experiences across all
channels, yet often the reality of what
is delivered is poor.
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B2B marketers on the road towards
digital transformation need to develop
the ability to put customers in the
centre of their efforts: developing
a single customer view, delivering
personalised experiences, using
automation, and putting specialised
User Experience (UX) at the heart of
their efforts.

Digital pillar #3:
Speed and agility
As much as anything else, digital
is a mindset defined by Agile, the
development methodology that guides
digital organisations by getting them
to focus on collaborative problem
solving, customer-centred thinking,
short-phase working, experimentation,
and a readiness to react quickly to
changing circumstances.
Impact for B2B marketing teams
The current reality is that many senior
marketers currently don’t have the
experience or expertise they need
to manage digital. That includes
knowledge of Agile.
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Formal training in Agile is not
necessarily a must, but if they
intend to keep pace with the digital
transformation agenda, B2B marketers
will ultimately need to get aligned
with the digital ways of thinking.
That means working out new ways
to keep thinking fluidly, be open to
experimentation, encourage crossteam collaboration to solve problems
and adapt to change quickly.

Digital pillar #4:
Better reporting and visibility
With all the data and insight now
available, digital is frequently praised
for the way that it radically improves
reporting; making actionable data more
readily available to more departments,
while also driving continual improvement.
Impact for B2B marketing teams
At the moment, many B2B marketers
working at low levels of digital maturity
understandably struggle to provide up
to date reports on a regular basis.
They also struggle to share data on
campaign performance in meaningful

– 16 –

ways – largely because they are
working with older or manual systems
that aren’t automated or geared up to
support digital working.
To move forward, B2B marketers need
to be able to use data effectively.
They will also need to develop the
ability to set the right metrics in more
advanced systems (such as marketing
automation platforms) and present
dynamic reports that demonstrate
their input to the business.

Digital pillar #5:
Optimisation
The way we’ve been talking so far makes
it clear that digital transformation isn’t
just about websites, apps or social
media. It’s about improving processes
to make them more efficient and cost
effective.
Impact for B2B marketing teams
Typically, marketers tend to be
naturally driven by outcomes and
results. They are less concerned
about improving the efficiency of the
way they work as a valid end in itself.
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Long term, B2B marketers on a
transformation journey will need to
demonstrate that they’re not only
focused on marketing. They need
to show they also have the ability to
think about process optimisation and
marketing automation, that will free
their team up for more creative and
strategic work that will drive increased
revenue.

Digital pillar #6:
Managing change
One of the most common themes
that leaders within organisations
who have embraced digital often
talk about is the need for effective
change management. This is because
digital, by its very nature, demands
that teams need to work together
collaboratively in pursuit of one main
goal: providing the customer with a
better experience and service.
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Impact for B2B marketing teams
The problem marketing organisations
are currently hampered by is silos
between different functions that make
progress with digital difficult.
This will only be solved by B2B
marketers taking on more of a
leadership role within their organisation
– and by working with the board to
argue the case for the fundamental
structural changes that will be
necessary for digital to succeed.

4. The framework
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As digital
transformation
projects require
input from the
entire business,
it is vital they get
buy in from senior
leaders and the
board in order to
be a success.
What Does ‘Digital Transformation’
Really Mean?, Mindi Chahal,
Marketing Week (2016)
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Working towards digital
maturity – a practical framework
Complete digital transformation –
taking in all of the elements described
in this document – requires a lot
of work. So much so in fact, that
a wholesale shift is unrealistic
unless you have the resources of
large businesses, consultancies or
governments. For most organisations
it is far more daunting.
The trick is to plan and prioritise in line
with your own unique circumstances.

Assessing your digital maturity
The first step is to assess where you are now. At Modern, we do
this by asking you questions about your status in four key areas.
1

Digital Strategy

How well developed is your plan,
if you have one?
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2 Technology and Data
How advanced are your systems?

EVALUATION AREAS

AREAS ASSESSED

EVALUATION AREAS

AREAS ASSESSED

Overarching
strategy and plan

Documentation

Technology
systems

Systems

Data storage

Process

Execution

Systems
Data manipulation
and segmentation

People and skills

Culture and team

Process

Measurement
process and KPIs

People and skills

Analysis and
modelling
Integration
and Tracking

Assessing your digital maturity
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3 Communications

4 Lead Management

How well are you engaging with
external audiences?

How advanced is your thinking on
nurturing processes?

EVALUATION AREAS

AREAS ASSESSED

EVALUATION AREAS

AREAS ASSESSED

Content strategy

Documentation

Qualification
process

Documentation

Campaign planning
and execution

Systems

Scoring model

Systems

Website
and mobile

Process

Marketing and
sales integration

Process

Proposition and
messaging

People and skills

People and skills

Platforms

Performance

Performance

Establishing the status of your
digital marketing transformation
Knowing the current situation enables you to determine the next
logical step towards greater maturity. We use the following framework:
Emergent
>

>
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Digital channels are a
secondary consideration.
Traditional methods are
the focus.

Advanced
>

Digital channels are
incorporated across all
activity.

>

Digital vision is lived
throughout leadership and
organisation.

>

Clear understanding where
and how digital fits, but
transition still in progress.

>

Agile and adaptive
strategies applied.

>

Buyer-centric approach
matched to organisational
objectives.

>

Capability mapping can
also be applied to your
technology and data,
communications and lead
management.

Digital is used, but strategy
is not holistic.

>

Internal leaders and team
are not digital natives.

>

Marketing focused around
channel or product (not
customer-focused).

Optimised

>

>

Digital change is part of
organisational priorities with
drive for change.
KPIs include digital specific
measures.

Charting the process of your journey
The best course of action is to assess your
maturity. Through that, you will identify:
> The key areas of weakness.
> Where you’re likely to make the
most progress.
> Where you’re likely to make
progress that will have a positive
impact on your business sooner
rather than later.
> And where you might be able to
put certain streams on the
backburner for development at
a later date.
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The advantage of this approach
is that it avoids adhoc, scattergun
approaches to digital, and puts in
place a firm plan of action.
As the chart on the following page
illustrates, it will also allow you to keep
a record of where you are, where
you’re moving to, and where you will
need to provision for greater focus in
the future to achieve a fuller digital
transformation across marketing.

Mapping your journey
OPTIMISED

Overall strategy and plan
Execution
Culture and team
Measurement and KPIs
Technology systems

TECHNOLOGY

ADVANCED

Data storage
Data manipulation and segmentation
Analysis and modelling
Integration

YOUR POTENTIAL SITUATION

STRATEGY

EMERGENT
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Qualification process

Campaign planning and execution
Website and mobile
Proposition and messaging
Platforms

Scoring model
Marketing and sales integration

YOUR CURRENT SITUATION

COMMUNICATIONS

Content strategy

LEAD MGT

Tracking

5. What’s next?

Next steps
Ready to edge closer to digital maturity? Let’s talk
about your journey and where you want to improve.
Email us or call us today on 0117 332 6700.
This guide is just one in a series that highlights
directors’ challenges in today’s marketing landscape.
Download the series below.
Director’s Guide

Metrics that matter

Director’s Guide

Getting buy-in
from the board
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> Download now

– 27 –

>

Download now

>

Download now

About Modern
Modern is a B2B marketing agency working with high growth
technology businesses, both locally and internationally. We’re
chosen by our clients for our grounded insight, metrics analysis
and our ability to positively influence business performance.
We also help our clients assess their digital marketing maturity
and put plans in place to develop a maturity roadmap towards
transformation.
Find out more at modernb2b.co
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