


In the following pages we 

will go through each challenge in detail, explain-

ing why they are so troublesome, and giving you tips on 

how you can overcome them. We can’t make Digital Transfor-

mation simple for you, but we can make it achievable.

Introduction
As a tech sector marketer you will know Digital 

Transformation is not straightforward. Right now you 

are probably trying to market “Digital Transformation” 

to your clients, while also working out how to digitally 

transform your own marketing function. 

Martrain has some of the best consultants in Europe 

who have worked on digital transformation projects for 

start-ups and big tech vendors like Vodafone, Alcatel, 

IBM, Mitel and Plantronics.          

So we asked our guys what are the biggest challenges 

marketing faces in a digital transformation initiative, 

and they came up with these five.
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Definition



#1 Defining Digital Transformation for marketing

The first challenge  is to define what a digital 

transformation actually is. The term is a bit like “Cloud 

Computing” – it can mean many different things to 

different people.

Wikipedia comes up with the definition:

“Digital transformation is the change 
associated with the application of digital 
technology in all aspects of human society.”

Thisis a pretty good definition, but it doesn’t help you 

define the digital transformation of marketing. 

The digital transformation of marketing

Let’s face facts, ever since you had a website you have 

been marketing “digitally”. There is no clear start or 

end to a digital transformation project.

Every year the amount of new technology for 

marketing increases tenfold. 

But technology shouldn’t be the driver of a digital 

transformation. In  our experience the drivers for 

digital transformation  tend to be financial. i.e. doing 

more with less – particularly “less budget and less 

headcount.” 

The technology simply enables you to do this.
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What are your business goals?

So the way we help our clients define their digital 

transformation is to ask them:

What are your business goals, growth targets and 

budget constraints?

These are measurable and time critical so are easier 

to plan around. Then we use our experience of digital 

marketing to work out how we can enable them to 

achieve their goals. 

As part of this  we help them create an overarching 

framework or roadmap taking into account four main 

areas:

  



#1 Defining Digital 
Transformation for marketing

Measurable projects

The key to success is to then create measurable 

projects that fit the framework, which take no longer 

than 12 months to complete. Some of these may be 

tactical like:

1. Content strategies

2. Better integration of marketing automation and 

CRM

3. Better measurement of leads and activity

4. Whitespace analysis

5. Data cleansing

Some may be more strategic:

1. Creating a vision to inspire change

2. Go To Market (GTM) strategy – how much 

ecommerce can you use

3. Understanding Customer acquisition cost (CAC)

4. Understanding Customer lifetime value (LTV)

5. Channel management

6. Restructuring and retraining team

Inbound Marketing as a Service 

It’s also worth pointing out that sometimes you don’t 

need to digitally transform your marketing function. 

Often we find clients who actually just want to create 

an effective inbound lead generation engine. 

For them we either help them fine tune their inbound 

campaigns, or they outsource to our “Inbound 

Marketing as a Service” (IMaaS).



Leadership



#2 Getting the right leadership for the project

P&L responsibility 

Be under no illusion that digital transformation is a 

strategic initiative that is going to affect every aspect of 

your marketing function. 

It involves hiring people with different skills and letting 

established team members go.

It also involves P&L responsibility – in fact the main 

driver for digital transformation is not the lure of 

technological, but financial constraints – doing more 

marketing with less people and less budget.

Fighting departmental battles

What you do will also have a big impact on your sales 

team. For instance, you will be spending a lot less on 

corporate hospitality which takes some explaining. 

So you need a very senior advocate who will fight 

those departmental battles for you. Therefore digital 

transformations have to be led by the top person 

in marketing, whether that is a CMO, Global VP of 

Marketing, or a Marketing Director.

Not a “Digital Native”?

The fact that it does need to be led by someone so 

senior has an inherent challenge. 

If you work for an enterprise tech company your 

CMO is likely to be over forty. Therefore they are not 

a ‘digital native’, and their grounding in marketing 

predates the digital age. 

They are probably too busy working on strategic 

issues to have the time to learn how technology like 

marketing automation and social media platforms 

actually operate. 

So to lead something they don’t have an hands-on 

understanding of is a real challenge. 

Get external expertise

At this stage it is often valuable for the CMO to get 

external support. 

Ideally they can find a consultant with a lot of digital 

transformation experience, who can set the course 

and foresee difficulties before they arise. 

Martrain has consultants with experience of doing 

digital transformation projects with big companies like 

Vodafone, Plantronics and General Electric. 

They can put a coherent plan together that addresses 

the technology, processes, culture and people issues 

inherent in these projects.



Inbound Marketing as a Service

Getting results without senior leadership

For all the reasons set out, not having senior buy 

in and leadership will make a large scale digital 

transformation project virtually impossible. 

But if you are head of marketing for a business unit 

or product set it doesn’t mean you have to sit on your 

hands and do nothing. 

As mentioned earlier Martrain has developed a service 

that enables you to harness the latest digital marketing 

techniques and get immediate results. 

We call this Inbound Marketing as a Service (IMaaS).
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#3 Measuring progress

START
Milestone 1

12 months

Milestone 2
24 months

Milestone 3
36 months

Milestone 4
48 months

Anatomy of Milestone
Finite period

Objective should be ambitious but 
achievable
All milestones should have a 
measurable impact on the marketing 
generated pipeline.

Measured in board-level metrics
Success should be understood 
outside the marketing department.

Celebrate success
Recognition is key, especially 
from those outside the marketing 
department.

One of our telco clients started their digital 

Transformation project in 2013 and broke their 

progress into annual initiatives:

2013 – Implement technology; SFDC, Eloqua & data 

warehouse

2014 – Activate Online and social channels

2015 – Launch Direct Comms Programmes

2016 – Create “Always On” media channels and 

automated customer journeys

It is very difficult to plan too far ahead in a digital 

transformation project because the technology is 

evolving so quickly that your plans will inevitably 

change.

Celebrate milestones

The key is to break everything down into finite 

measurable projects with specific KPI’s. These should 

not last more than a year and milestones should 

be recognised and celebrated to keep everyone 

motivated. Ideally you want each project to have an 

effect on the big KPI’s . In other words each project 

should have measurable effect on the % of marketing 

generated pipeline and the Customer Acquisition Cost. 

No clear start or finish

A big challenge for a Digital Transformation project 

is there is no clear start and finish. Ever since your 

organisation had a website you have been marketing 

digitally. It is not as if your marketing department is an 

analogue caterpillar that will suddenly transform itself 

into a digital butterfly.

 

How do you measure progress?

So if there is no start and no end how do you measure 

progress, how do you do the SMART thing and set 

goals. A good place to start is the business imperatives 

and KPI’s. 

But which KPI’s you ask. 

We have found these to be useful:

• % of marketing generated sales pipeline – this 

tends to be the main number CMO’s are measured 

on

• Customer Acquisition Cost

• % of pipeline created by inbound marketing

• % of digitally engaged customers 

SUCCESS



Overcoming 
Progress
Blockers



#4 Overcoming progress blockers

Buys into 
journey

Gets required 
training

Give people time

The telco heavily in retraining their people but they 

also did it in a phased approach. Everyone needs time 

to adapt and you need to keep them on the journey by 

setting reachable goals.

Often when you bring in new technology you 

underestimate the amount of change management 

needed to get people to use it properly and work in a 

new way. Online training can be a useful way to enable 

people to train at their own pace and to continually 

improve their skill set. 

The people aspect of a digital transformation project 

is potentially the most stressful. Often you find the 

longest serving, most loyal people are the ones for 

struggle the most to adapt to the new way of working. 

New skill sets required

For instance as their organisation does more digital 

marketing, senior content editors and copywriters are 

asked to come up with a content strategy. In digital 

marketing a content strategy is less about what you 

are going to say and more about how you are going to 

say it. 

It entails planning how you distribute and leverage 

content through the various channels across a 6-12 

month period. You need to create a process or 

mechanism of timely distribution so the prospect can 

access the relevant information for their stage of the 

customer journey. 

You have also got to make sure the content is 

accessible via whatever medium the prospect chooses 

at any given time (mobile, video, downloads, printed 

material, webinars, workshops etc). 

Generally senior content people are more comfortable 

with creative activity like devising messaging and 

making an impact. They don’t understand the inbound 

process and the technology the content strategy sits 

on, so they simply can’t work out how to create an 

effective content strategy.

Technical versus creative

Marketing is changing, it becomes less of an art and 

more of a science.

 

We have found that in a digital team you need 

approximately  40% creative people and 60% technical 

people. 

This is backed up by our Telco client. During their four 

year digital transformation project they had to shed 

a quarter of their marketing team and of the fifteen 

remaining, six were creatives and nine dealt with 

technical execution and process. 

By the way they also managed to reduce their inside 

sales team by 50%.
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ChiefMartech.com have put out a new Marketing 

Technology Landscape for the last 5 years, and every 

year it doubles in size. 

So how does any marketing team know what tools 

to get and how they will integrate? We advise our 

clients to think in terms of a technology ecosystem that 

can adapt, grow and integrate as new technologies 

emerge.

#5 Getting the most from marketing technology

Marketing technology is obviously a great enabler for 

digital transformation.

But often when we do marketing automation audits 

for clients we find they are only getting 20% of the 

value for the software that they should. 

There are two main reasons for this:

1. Lack of technical know how

Tools like marketing automation platforms are actually 

really complicated pieces of software and often no one 

in the marketing department has the ability to set it up 

and use it effectively. Therefore marketing has to ask 

the IT department to implement and run it for them. 

The problem here is that the person or people in IT 

responsible for the platform report to the IT Director 

and not the Marketing Director. 

So their KPI’s aren’t how many leads the system 

produces or how much revenue it drives. In fact their 

KPI is probably how little time they can spend on it so 

they can work on other projects important to the IT 

Director. 

It is very difficult to continually improve your use of the 

system if you have to “raise a ticket” with IT for every 

little modification.

2. No real understanding of the inbound lead 

generation process

Often no one within the marketing team has a really 

good understanding of how the technology has to 

interact to create an engine that churns out leads. 

A marketing automation platform is one big part, but 

that has to integrate into the website and the CRM 

system. If your marketing automation platform (Eloqua, 

Marketo, Pardot etc) isn’t configured exactly the same 

as your CRM (Salesforce etc) then leads can’t be 

passed from one to the other. 

A technology ecosystem

Marketing automation, CRM and your website are the 

big three tools you need to market digitally. But there 

are a number of other tools you will need to complete 

the inbound process like Google Analytics, Hootsuite, 

GaggleAmp, Tweetdeck, Demandbase, Magic Robot… 

the list is endless.



SOURCE: Marketing Technology Landscape 2016 Social Media Marketing & Monitoring



#5 Getting the most from 
marketing technology

  

Big data

One of our most senior consultants, Roy Lee, describes 

data as the fuel that powers your marketing engine, 

and if it is poor quality your engine won’t run properly. 

So cleansing your data, and setting up processes to 

maintain it are key to success. 

Improved data quality will increase response rates 

and allow for better attribution and interaction. If you 

have a lot of customers you may need to set up a data 

warehouse just for marketing. 

This will enable you to gather insights from the data 

like “what are your customer’s biggest challenges”. 

From this you can build propensity models and do 

white space analysis on a vast scale.

This information can drive not only your marketing 

strategy, but your company’s product development 

strategy.

How long will it take to implement the technology?

Another big challenge is how long it takes to 

implement the technology. One of our clients said they 

were told it would take eight weeks to set up their 

marketing automation platform when in reality it took 

eight months. 

Martrain advises clients to create a long-term 

roadmap, but also to set short term goals, to make 

sure things are progressing and effecting KPI’s.

Also, you have to bear in mind that some of these 

projects will have no completion date because of 

the speed of development in digital technology and 

changing customer behaviour. 

 

 



As I said at the beginning we can’t make the Digital 

Transformation of your marketing function simple. We 

can help you:

1. Define your project so you have a clear roadmap 

and milestones along the way

2. Advise the leaders of your project or simply execute 

parts of your inbound marketing for you (IMaaS)

3. Measure the progress of your project against 

business needs and KPI’s.

4. Train your team in the relevant skill sets and assist 

in the necessary change management

5. Establish a technology ecosystem which will 

facilitate the current and future goals of the 

programme.

So if you want to get some advice on any aspect of

digital transformation or you are interested in iMaaS  

please drop me an email.
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