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(2)ABSTRACT 


In  today’s  digital  transformation,  delivering  meaningful  customer  experiences  for 
 organizations across different channels including social media, web, mobile is a must. 


Marketing departments are changing and becoming the most data-driven functions in the 
 organization.  The  increasing  amount  of  data  available  can  bring  brands  and  customers 
 closer  than  ever  before,  but  in  order  to  satisfy  customer  demands  and  expectations, 
 technology and process alignment is critical. (Sklar C., The Guardian, 2015.) The technology 
 has broken out of the marketing department to become essential to transformation projects 
 and  a  strategic  weapon  in  business.  (Fernandez  P.,  2016.)  In  this  study  I  focus  on  the 
 marketing automation technology and how it is transforming and supporting the marketing 
 department to face all their biggest challenges. This study aims to explore the business 
 transformation  needed  in  order  to  successfully  implement  marketing  automation  in  an 
 organization.  


For this, the theoretical framework was set give an overview on business transformation, 
 information  technology  in  organizations  and  marketing  automation  technology.  A 
 qualitative research was conducted in order to gain a holistic understanding of the issue. 


The data was collected via semi-structured interviews with experts and consultants in the 
field  of  marketing  automation.  The  data  is  analysed  and  reflected  on  according  to 
Venkatraman’s  (1994.)  model  describing  the  different  levels  of  IT-enabled  business 
transformation.  Based  on  the  analysed  findings  from  the  interviews  and  supported  by 
secondary  data,  the  discussion  reveals  that  organizations  need  to  go  through  a  radical 
business  transformation  when  implementing  marketing  automation,  affecting  their 
business processes, strategy and team structures. The study also provides valuable insights 
into  the  challenges  and  implications  of  implementing  marketing  automation  in  an 
organization while also discussing in details the need for transformation to utilize the full 
potential of this technology. The research bases its arguments mostly on the collected data 
from expert interviews using marketing automation every day, relying on and accepting the 
information they provided.  
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(5)I.  INTRODUCTION 


Background & Motivation 


The  world  of  Marketing  is  changing  at  an  unbelievable  pace.  The  constantly  evolving 
 technologies, the way people are using them is all transforming not just how we access 
 information, but also how we interact and communicate with one another on a global scale. 


(Ryan D. and Jones C., 2009) One of the biggest factors in the revolution of communication 
 is  the  rapidly  growing  popularity  of  social  media  which  is  undoubtedly  empowering 
 consumers all around the world. Marketing is no longer a one-way communication where 
 organizations  define  their  brands  and  show  a  message  out  to  consumers  on  different 
 channels. It has become a two-way street, where buyers engage and disengage with brands 
 at their own will. (Levine S., n.d.)  


Not  just  how  we  communicate,  but  also  the  way  we  choose  and  buy  are  products  and 
 services is changing. (Ryan D. and Jones C., 2009) Consumers are turning to their personal 
 networks and search for publicly available information to self-diagnose their problems, and 
 form opinions about solutions. There are more brands to choose from, more places to buy 
 from, and more opportunities to source, compare and challenge than ever before, which 
 causes brands to compete harder than they’ve had to before. (Levine S., n.a.)  


This change in the modern buyer’s journey is affecting not just the way marketing works, 
but also how sales operates. Salespeople are being displaced by the mass of information 
available on different digital channels, and consumers tend to make most of their decisions 
before they get in contact with the vendor. According to a research that was conducted by 
the Marketing Leadership Council (CEB) and Google in 2012, buyers are traveling 57% of 
their journey without ever contacting sales. Sirius Decisions stated that 67% of the buyer’s 
journey is now done digitally. (Levine S., n.a.) All these factors result in a massive change 
in the way marketing and sales teams need to operate in order to be there on the market.  



(6)A trend is starting to form, as one of the consequences of these changes mentioned before, 
 that  the  marketing  department’s  role  and  contribution  to  the  organization  is  evolving. 


According  to  an  Economist  Intelligence  Unit  research,  marketing  is  more  and  more 
 positioned as a ‘revenue-driver’ in the organization, and will play a more significant role in 
 shaping company strategy than it does today. (The Economist Intelligence Unit, 2015.) The 
 pressure on the marketing team to have direct revenue accountability as part of their job is 
 growing and becoming expected by all parts of the organization. (Qaqish D., 2012) 


So  how  can  organizations  accommodate  all  of  these  challenges,  and  how  can  they  use 
 technology to help them optimize and boost their performance to grow the company in 
 markets  with  ever  increasing  competition?  Marketers  need  to  be  able  to  understand, 
 analyse  and  gain  insights  from  big  data,  which  they  try  to  accomplish  via  a  mix  of 
 technologies  brought  into  the  organization  (e.g.  analytics  tools)  which  is  affecting  its 
 culture and processes. (Kern R. M. and Levine S., 2014.) A great number of organizations 
 are  turning  to  marketing  automation  to  increase  Marketing’s  contribution  to  the  sales 
 pipeline and optimize their entire sales funnel. (State of Marketing, 2015.)  


In order to understand better the reasons, challenges and implications of implementing 
 and using a technology like marketing automation in an organization, a qualitative study 
 is  conducted.  I  will  be  focusing  on  the  need  for  a  business  transformation  in  the 
 organizations. 


Structure 


This section serves as a guide to the reader presenting the structure of the paper and an 
 overview of each chapter.  


Chapter 1 aims to set the stage for the research and to give a broad understanding of the 
field.  I introduce  the  background  of  the  study  and  explain  the  relevance  of  marketing 
automation technology today. 



(7)Chapter  2  presents  the  theoretical  background,  which  allows  the  reader  to  better 
 understand  the  fundamental  concepts  used  in  the  the  study  around  business 
 transformation and marketing automation. In the first part I, give an extensive overview on 
 business  transformation  then,  to  narrow  down  the  focus,  I  explain  in  more  details  the 
 background  and  implications  of  IT-enabled  business  transformation.  The  second  part 
 describes  the  marketing  automation  phenomenon,  looking  at  the  background,  market 
 space, characteristics and main functionalities of the technology.  


Chapter 3 is an important follow up to the previous chapter, as it presents the research 
 question  and  sets  the  goal  for  this  study  based  on  the  previously  presented  theoretical 
 background.  


Chapter 4 describes the methodological approach including the research design, and how 
 the  qualitative  study  was  conducted  in  order  to  answer  the  research  question.    It  first 
 describes the qualitative research approach, then explains in more detail the data collection 
 and data analysis methods. It also briefly presents the validation and limitations of the 
 study.  


Chapter 5 organizes the findings that were collected via the primary and secondary data 
 collection methods. The findings are then analysed and grouped in order to prepare them 
 for the discussion.  


Chapter  6 consists  of  a  discussion  of  the  analysis  and  key  findings  in  relation  to  the 
 literature review. I will be discussing the most crucial insights from the study and finally 
 answer the research question.  


Chapter 7 aims to give a comprehensive summary of the research to provide a take-away 
to the reader. It also includes further research recommendations in the field of this study. 



(8)II.  LITERATURE REVIEW 


Introduction  


The theory presented in this chapter will be the basis for the analysis, which will finally 
 help me to answer the research question. The main theory of this thesis is problems linked 
 to  business  transformation,  organizational  change  and  change  processes.  It  is  really 
 important for this study to better understand the notion of business transformation, and 
 also to understand the role of technology in organizations. The reader will need the context 
 from the above mentioned fields to understand the way we will be looking at marketing 
 automation as a technology and a driver for business transformation.  


First I will introduce the basic characteristics and the role of business transformation in 
 organizations, then I will focus on technology induced business transformation frameworks 
 and lastly I will describe the model used in the final discussion of the project.  


Business Transformation 


Most,  if  not  all  companies,  will  go  through  some  sort  management  transformation 
 procedure at some point.  All changes can be collected under the umbrella-term “business 
 transformation “, but in a context like this, business transformation can also be considered 
 a radical form of organizational development. (Uhl A. and Pimmer C., 2011, p1) 


Managing business transformation is vital for organizations to stay competitive in today’s 
 business  environment.  This  kind  of  transformation  implies  complex  and  multi-layered 
 changes that could not only happen inside the organizations, but also across the full length 
 of the value chain. (Uhl A. and Gollenia L. A., 2012. p1) 


These  transformations  can  also  be  quite  radical  in  nature,  and  thus  highly  resource 
intensive.  They  affect  all  the  core  values  of  an  organization,  and  are  affected  by  the 



(9)immediate  and  broader  environment,  such  as  customers,  competitors,  government, 
 regulators,  and  investors.  In  other  words,  transformation  is  usually  executed  within  an 
 entire ecosystem. (Uhl A. and Gollenia L. A., 2014, p91) 


Starting  a  change  process  like  this  could  reposition  an  organization  within  its  broad 
 economic  and  social  environment,  and  change  its  relationship  with  it  in  several  ways. 


Mergers and acquisitions, (inter- or intra-) organizational restructuring actions, business 
 model  changes  or  business  process  outsourcing  are  typical  examples  of  business 
 transformation related changes. (Uhl A. and Gollenia L. A., 2012. p1) 


Business transformations can be initiated for several different reasons. Examples would be 
 shifts in the markets, technology innovations, economical changes such as globalization 
 and changes of soft factors. (Kotter J. P., 1996) It’s important to note, that both of these 
 could have unforeseen effects, and can lead to such a large-scale transformation, that it 
 could  cause  disruptions  in  the  workplace.  Organizations  need  to  have  excellent 
 transformation processes to be able to maintain their competitive advantages and prevent 
 disruptions.  (Uhl  and  Gollenia,  2012.  P3)  Even  though  there  are  many  frameworks  and 
 methodologies in existence, the management of business transformation remains one of 
 the key challenges for organizations wanting to develop and keep their competitive edge. 


(Uhl and Gollenia, 2012. p146) 


So far we have looked at how we can define business transformation in a broad context, as 
a complex and multi-layered series of changes that happen inside the organizations, but 
also across the full length of the value chain. It is a process that nearly all organizations go 
through in some shape or form (to gain advantage over their competitors). In this research 
I  will  focus  on  the  business  transformations  that  are  induced  by  implementing  an  IT 
technology.  



(10)IT-enabled Business Transformation 


Information technology was increasingly viewed from a general management and strategic 
 perspective  in  an  organization  since  the  90s.  (Venkatraman  N.,  1991.  p124)  However, 
 Doherty  N.  F  and  Coombs  C.  R.  (2013.)  argues  that  in  the  recent  years  information 
 technology has become a highly undifferentiated commodity, thus organizations cannot 
 use IT strategically to gain competitive advantage anymore.  


Leveraging the benefits of using information technology for business is a standard practice 
 and  a  must,  its  ubiquity  makes  it  an  equalizer  as  the  same  technology  is  available  for 
 purchase for everyone. (Gilbert et al. 2012) Keeping this in mind it could easily be expected 
 that IT solutions deliver similar organizational impacts and economic returns no matter of 
 the  organizational  context  in  which  the  technology  was  implemented.  However,  some 
 literature argues that many of the human and organizational impacts of IT cannot be easily 
 predicted  prior  to  the  system’s  implementation,  as  it  is  dependent  on  various 
 organizational factors. (Doherty N. F and Coombs C. R; 2013.) 


As IT is now so easily accessible and affordable for all organizations, it cannot easily deliver 
 sustainable competitive advantage anymore, as it cannot make an organization’s activities 
 distinctive.  The  organizations  that  want  to  achieve  competitive  advantage  will  have  to 
 develop a strategy that gives their activities distinctiveness and will serve their customers 
 better than its competitors. (Doherty N. F and Coombs C. R; 2013.)  


Thus information technology is now a ubiquitous and increasingly important part of the 
 modern organization – various IT solutions are supporting the day-to-day operations, the 
 decision  making  process  and  in  some  cases  its  strategic  positioning.  (Doherty  N.  F  and 
 Coombs C. R; 2013.) Therefore the implementation of a new technology or information 
 system can be seen as an effective way to deliver significant changes to an organization. 


(Markus M. 2004.) At a macro level, such a change can affect the organization’s structure, 
its culture and its business processes, while at micro level, it can be used to make radical 



(11)changes to working practices, job roles and behaviours. (Doherty N. F and Coombs C. R; 


2013)  


Ward J. and Elvin R. (1999.) argues that majority of the benefits resulting from an IT project 
 can  be  associated  with  the  organizational  change,  rather  than  the  result  of  the  new 
 functions  and  features  offered  by  this  newly  implemented  technology  or  software.  IT 
 projects  will  almost  always  induce  organizational  change,  which  should  be  actively 
 managed by the organization to ensure that they are leveraging all of the benefits derived 
 from the technology itself. (Ashurst et al. 2008.) 


It is also important to add that when IT tools are newly implemented there is often an 
 unrealistic expectation that just via installing a new software it will immediately start to 
 deliver organizational benefits and will drive immediate results with little or no proactive 
 support or intervention. (Doherty N. F and Coombs C. R; 2013.) Doherty N. F. and Coomb 
 C. R. (2013.) argues that as IT becomes more and more a general commodity, organizations 
 using  IT  solutions  should  shift  their  focus  from  the  design,  development  and 
 implementation of these IT solutions, to focus on the exploitation of these systems via 
 ongoing business transformation.  


It is more and more perceived that the effective exploitation of the power and capabilities 
 offered  by  the  IT  solution  can  induce  significant  organizational  change  in  terms  of  the 
 strategy, the management structure, systems and business processes. It is the alignment 
 between the organization’s strategic context and its IT infrastructure that contributes to 
 increased  efficiency  and  effectiveness.  (Venkatraman  N.,  1991.  p124)  The  challenge  for 
 most of the organizations is how to exploit IT capabilities and how to develop a strategy. 


IT  alignment  in  this  case  means  focusing  on  not  just  the  successful  exploitation  of  the 
 benefits of the technology but also to differentiate their operations from its competitors. 


(Venkatraman N., 1991. p127)  


“IT changes the way we do business” says Venkatraman N. (1994.) in his study at MIT in 



(12)Venkatraman is using a model that breaks IT-enabled business transformation into five 
 levels.  He  suggests  that  each  organization  must  first  determine  the  level  at  which  the 
 benefits are in line with the costs or efforts of the needed changes and then proceed to 
 higher levels as the demands of competition and the need to deliver greater value to the 
 customer increases. (Venkatraman N. 1994, p73) These levels are not conceptualized as 
 stages of an evolutionary, model but as distinct levels of business reconfigurations with an 
 explicit focus on the role of IT. (Venkatraman N. 1991, p125)  


This framework is based on two dimensions: the range of IT’s potential benefits and the 
 degree  of  organizational  transformation.  The  theory  is  that  the  benefits  from  IT 
 deployment  are  low  if  they  are  only  based  on  the  existing  organizational  conditions 
 (especially  strategies,  structures,  processes  and  culture).  So  the  benefits  occur  in  those 
 cases where investment in IT functionality is accompanied by corresponding changes in 
 organizational characteristics. (Venkatraman N. 1994, p74)   


In  the  framework  in  Figure  1,  the  five  level  of  IT-enabled  business  transformation  is 
 presented. While the higher level of transformation indicates potentially greater benefits, 
 they also require a correspondingly higher degree of changes in organizational routines – 
 structure, reporting, performance assessment, informational flow, etc. (Venkatraman N. 


1994, p85) 



(13)Figure 1. Five Levels of IT-Enabled Business Transformation [Venkatraman N. 1994] 


Level 1. Localized Exploitation 


The first level can be characterized as localized exploitation. In this current phase, IT is 
 exploited within several already existing, but isolated business processes, or within one 
 function in the company, like marketing. (Venkatraman N. 1991, p123) This could mean for 
 example the implementation of applications that improve the efficiency of repetitive tasks, 
 contributing in the end to reach function-specific targets, without influencing the grander 
 areas of operations. (Venkatraman N. 1991, p127) Essentially localized exploitation is the 
 basic way for leveraging IT functions within the organization. It could also be described as 
 the introduction of standard IT applications with minimal impact on business processes. 


(Venkatraman N. 1994, p75) 


Localized  exploitation  usually  under-utilizes  IT’s  potential  capabilities.  It  also  fails  to 
provide  the  organization  with  several  of  the  many  advantages  that  would  come  from 



(14)changing and restructuring its business processes, and while doing so, making the most of 
 the existing or the new technical solutions. (Venkatraman N. 1994, p75) 


At this level of business transformation, the application is typically introduced to reduce 
 the cost of a certain process, or to increase response time (when measured against past 
 performance levels). Most of the IT systems on this level use off-the-shelf functionalities 
 with minimal changes required in the organization’s routines.  (Venkatraman N. 1994, p75) 
 When it comes to staying competitive in an industry, we also have to note that competitors 
 can easily follow suite when working with standard IT systems. However, let’s not forget 
 that  even  standard  applications,  when  paired  with  the  right  structural  and  business 
 initiatives, can lead to significant advantages.  (Venkatraman N. 1994, p75) 


Benefits of Localized Exploitation 


As I mentioned above, localized exploitation aims to improve efficiency and effectiveness 
 in  repetitive  tasks.  Good  examples  of  this  would  be  order  entry  and  customer  support 
 systems. We can see that by automating order entry or ticketing, the IT system takes a series 
 of tasks off the shoulders of the employees, freeing up their time from administrative tasks 
 to concentrate on what gives more value to the organizations, and on more creative parts 
 of their work. According to research though, it seems that LE is more prone to generate 
 efficiency related benefits for companies, instead of upping effectiveness. (Venkatraman N. 


1991, p129) 


Level 2. Internal Integration 


Level two can characterized as the building of an internal infrastructure (platform) that 
 allows  for  the  integration  of  recurring  tasks,  processes  and  functions.  (Venkatraman  N. 


1991, p123)  



(15)This level is the natural follow-up to the previous, showing a more structured attempt at 
 making the most of IT’s capabilities throughout the whole business. In this level, there are 
 two types of integrations discussed. Both types are insufficient without the other: technical 
 interconnectivity and business process interdependency. While technical interconnectivity 
 deals with the connected nature and interoperability of the different systems through a 
 common  IT  platform, business  process  interdependency  describes  the  interdependence  of 
 organizational  roles  and  responsibilities  across  functional  lines.  (Venkatraman  N.  1994, 
 p76) 


Level 1 works by making isolated processes within the organization more efficient, without 
 intrusive  change  to  the  business  processes.  It  usually  achieves  this  with  the 
 implementation of generic IT systems. In contrast to this, in level 2 transformation each 
 company  should  design,  plan  and  implement  IT  platforms  that  cater  to  their  very  own 
 needs,  and  can  interconnect  their  business  activities  along  a  chosen  direction. 


(Venkatraman N. 1991, p133) 


A  technical  team  is  usually  in  charge  of  making  sure  technical  interconnectivity  exists, 
 while a cross-functional team addresses the challenges that exist around business process 
 interdependence.  The  aim  of  this  is  to  be  able  to  take  advantage  of  a  seamless  and 
 interoperable technical platform. The importance that different organizations allocate to 
 these two types of integrations varies significantly, but one thing is for sure: giving less 
 importance to constructing interdependent business processes weakens the organization’s 
 ability to reach its full potential, and reap the benefits of its IT platform. (Venkatraman N. 


1994, p76) 


A level 2 transformation can be best understood by looking at one of the most prominent 
case for internal integration. This also helps us understand how Localized Exploitation and 
Internal  Integration  combined  can  create  sustainable  and  long  term  benefits  and 



(16)transformation of the US tax return preparation business (Venkatraman N. 1991, p133). In 
 the late 1980’s the Internal Revenue Service (IRS) introduced the possibility for US citizens 
 for filing tax returns electronically.  


As  you  can  imagine,  their  goal  was  to  create  efficiencies  by  receiving  a  big  part  of  the 
 already  huge  pool  of  tax  return  paperwork  in  electronical,  easily  manageable,  digitized 
 format.  For  the  IRS,  this  would  be  a  case  of  a  level  1  transformation,  meaning  better 
 accuracy and greatly reduced the costs.  


On  the  other  hand,  the  tax  return  preparation  business,  with  the  development  of 
 interconnected platforms, has also been able to leverage the benefits of the aforementioned 
 IT-based change. By being able to index, track and get more insight into the aggregated 
 data flowing in from private tax filing, American Express and its competitors offering tax 
 return preparation services were able to realize strategic benefits by for example offering 
 new  financial  products  and  closely  tailored  financial  advice  to  their  clients,  creating  a 
 competitive  advantage  that  is  sustainable.  All  this  is  only  because  of  the  integrated  IT 
 platform that is based on the IRS’ electronic filing system. (Venkatraman N. 1991, p135). 


Enablers and Inhibitors 


The first two levels of the transformation described above require only minor changes to 
 the business processes, and because of this, are called ‘evolutionary’ transformations. Here, 
 a typical example would be the automation of existing processes, while at the other three 
 transformational  phases,  often  called  ‘revolutionary’  levels,  fundamental  changes  are 
 needed in the organization’s work-routines. (Venkatraman N. 1994, p77) 


On these “evolutionary” levels we distinguish between technological and organizational 
enablers.  The  technological  enablers  are  keen  on  increasing  the  availability  and 
affordability of technologies that can be used across different platforms, time-zones and 
physical boundaries. Managers are typically the organizational enablers: they are the ones 



(17)who  assess  the  costs  and  benefits  associated  with  these  levels  of  transformations. 


(Venkatraman N. 1994, p78) 


On the other hand, there could exist inhibitors of the transformation in the organization. 


Typically,  they  are  also  divided  as  technological  and  organizational  inhibitors.  The 
 technological  inhibitors  are  usually  connected  to  the  absence  of  generally  accepted 
 standards for protocols and applications, while organizational inhibitors are the managers 
 showing resistance when their operational freedom may be disrupted or reduced by these 
 new business processes. Another reason for someone acting as an organizational inhibitor 
 could be the fact, that they are unwilling to take the risks associated with investing in the 
 new technical platform that supports the internal integration. (Venkatraman N. 1994, p78) 


Level 3. Business Process Redesign 


Level 3 in this model represents the fundamental rethinking of the way to conduct business. 


(Venkatraman N. 1991, p123) IT is used as an enabler to reconfigure the business, without 
 treating the existing business process as a constraint, via redesigning the business process 
 to  maximally  exploit  the  available  IT  capabilities.  (Venkatraman  N.  1991,  p128)  IT 
 functionality should not be simply overlaid on existing business processes but should be 
 used as a lever for redesigning the new organization and associated business processes. 


(Venkatraman N. 1994, p78) This can only be achieved by aligning the business process with 
 the IT infrastructure according to Venkatraman N. (1991) 


Before attempting this type of business transformation, it is important to understand first 
 the strengths and the limitations of the current business process as well as creating a careful 
 analysis of the costs and benefits of the current design. Business process redesign is often 
 initiated  when  ascertaining  significant  changes  in  the  company’s  key  competitor’s’ 


business processes. (Venkatraman N. 1994, p78)   


A well-known example for Business Process Redesign comes from the US based mexican 



(18)the retail service aspect and centralizing the manufacturing area. Rather than preparing all 
 of their ingredients locally in the stores, the K-Minus program was created and the meat, 
 corn shells, beans, lettuce, cheese and tomatoes for their restaurants are now prepared in 
 central kitchens outside the restaurant. At the restaurants, the ready-made ingredients are 
 assembled - when ordered by a customer.  


This led to better employee morale, increased quality control, fewer accidents and injuries, 
 bigger cost savings and more time for focusing on customer business processes. Taco Bell 
 has gone from being a $500 million company in 1982 to a $3 billion company (early 1990s). 


Even  though  the  realized  efficiency  benefits  from  business  process  redesign,  it  is  still 
 limited in scope if the processes are not extended outside of the organizational boundaries. 


Thus it usually won’t reach the potential to restructure the basis of the competition in the 
 marketplace. (Venkatraman N. 1994, p78)   


Level 4. Business Network Redesign 
   


The first three levels discussed previously are focusing on the business transformation in 
 an organization only, where the boundaries of the organization are fix and given. The next 
 level on the other hand represents the effective deployment of IT capabilities in a business 
 network. (Venkatraman N. 1994, p79)   


At level four, the organization uses IT to include suppliers, customer or other third parties 
who can contribute to the company’s effectiveness. (Venkatraman N. 1991, p123) In other 
words,  to  creatively  exploit  IT  capabilities,  to  change  and  strengthen  the  relationship 
between  the  key  players  in  the  marketplace.  The  main  difference  from  the  previously 
discussed levels is that here we mostly deal with the reconfiguration of the scope and tasks 
of the business network involved in the product or service creation and delivery, including 
tasks both within and outside of the boundaries of the organization. (Venkatraman N. 1991, 
p128) 



(19)Usually  the  view  is  that  IT  functionality  allows  for  efficient  information  exchange.  The 
 potential benefits stemming from the redesign of the nature of exchange among the players 
 in the network are obviously much broader. When we talk about the benefits from level 4 
 transformations, we talk about 4 hierarchically related roles.  


Computerized transaction processing generally means improved administrative efficiency, by 
 cutting down on data-entry costs, mailing costs, paperwork, etc. This means it can become 
 the basic pillar of interconnectedness between companies, as long as they agree on shared 
 standards. (Venkatraman N. 1991, p143) 


Inventory movement means the relocation and movement of inventory between 2 or more 
 organizations. It is based on the above mentioned transaction processing, and requires no 
 intervention from the related organization’s managers. It is mostly governed by standard 
 contracts, that specify the parameters and conditions of the cooperation. (Venkatraman N. 


1994, p80) A good example would be the distribution of airline seats to travel agencies, 
 where the price, availability and other relevant factors are governed by the agreement the 
 agency  has  with  the  given  airline.  Here,  the  potential  benefits  are  not  limited  to 
 administrative  efficiencies,  but  also  include  operational  improvement  throughout  the 
 value-chain.  


The next role for level 4 transformation we need to discuss is process linkage. In this stage 
organizations  further  expand  the  definition  of  BNR  by  interlinking  different  stages  of 
production between two distinct companies. To illustrate this, we can look at Ford Motor 
that has process links with Goodyear Tire, where they can both leverage and benefit from 
the overlapping engineering work they would otherwise both do themselves. As you might 
think,  specialized  contracts  and  strategic  alliances  govern  these  kinds  of  cooperations 
between willing organizations, so that all parties can benefit without the need of costly 
vertical integration. (Venkatraman N. 1991, p143) 



(20)Leveraging knowledge  sharing means  that  the  participants  of  the  network  can  access 
 specialized sources of knowledge through supporting IT based solutions. The information 
 shared  through  these  networks  is  usually  more  unstructured  and  richer  than  what  you 
 would  see  under  transaction  processing.  A  very  interesting  example  of  this  is  doctors 
 logging in remotely to view and participate in operations, without any time zone related, 
 geographical  limitations,  and  “giving  access”  to  their  expertise  to  solve  unexpected 
 complications. Apart from doctors, other, highly specialized areas are also profiting from 
 this way of knowledge sharing, like law, finance and geology. (Venkatraman N. 1994, p82) 


Level 5. Business Scope Redefinition 


In level 5, the organization decides to break out and exploit the new technology in the 
 marketplace  or  in  products.  According  to  Venkatraman  (1991.),  the  contention  in  this 
 section is that no single organization has yet been able to exploit the ultimate potential of 
 this stage. (Venkatraman N. 1991, p124) (Keeping in mind that his study was created in 
 1991.) On this level of business transformation, the focus is on IT’s role in influencing the 
 business scope as well as influencing the logic of business relationships within the extended 
 business network. (Venkatraman N. 1994, p83) It also involves the possibilities of enlarging 
 the business mission and also completely shifting the business scope in the organization. 


(Venkatraman N. 1991, p128) 


“What role — if any — does IT play in influencing business scope and the logic of business 
 relationships within the extended business network?” asks Venkatraman N. (Venkatraman 
 N. 1994, p83) 


Examples of companies that went through business scope redefinition are American Airline 
and its famous SABRE (ticket reservation) system and Otis Elevator and its remote elevator 
monitoring (REM). Both companies have profited significantly by charging a usage fee on 
their proprietary systems.  



(21)In addition, a number of dot-com companies introduced a new way of doing business and 
 have redesigned activities in a value chain. Amazon.com for example is the biggest online 
 bookstore that expands on the scope of a brick-and-mortar store. It provides customers 
 with not only a book itself but also related information such as the book review and other 
 related books, in an attempt to sell more, related products to their customers. 


Conclusion 


We can see by the examples discussed before, that IT without a doubt has a profound effect 
 on how businesses operate. For a company to be successful, they need to be able to assess 
 and visualize their environment, and leverage IT as the underlying motivator to change 
 their  organizational  structure  for  it  to  support  a  new  or  updated  business  logic. 


(Venkatraman N. 1994, p86) 


From the evolutionary to the revolutionary phases, Venkatraman’s 5 levels of IT-induced 
 transition  each  offer  something  new  to  broaden  the  potential  benefits  of  the  level 
 immediately  before.  It  covers  the  plane  from  simple  automation  of  recurring  tasks  to 
 complete business vision reconfiguration. 


The main challenge for transitional management here is to keep the organization moving 
in the right direction, by utilizing IT and technological capabilities to adapt to and align 
with their chosen business vision.  



(22)Marketing Automation 


Marketing Automation Technology 


In the old days, the traditional marketing channels, including advertising via newspapers, 
 magazines, radio, television and direct mail were the only options for marketers. With these 
 communication channels it was very difficult to target specific buyers with personalized 
 messages. (Scott M. D., 2013. p16) The goal was to get consumers to stop what they were 
 doing and pay attention to the marketing message they are exposed to. These messages 
 were mostly product focused and emphasized the benefits and traits of using that product. 


(Scott M. D., 2013. p17-18) 


But the web has changed the rules of marketing, it has created a tremendous opportunity 
to  reach  buyers  directly  with  targeted  information  for  less  cost.  Marketing  cannot  cut 
through the noise anymore with standard messaging about their amazing products when 
an average person sees hundreds of commercial messages per day. Nowadays people don’t 
trust these messages, they will just turn it off, or ignore it if even notice at all. (Scott M. D., 
2013.  p17-18)  Organizations  must  transform  to  make  the  most  of  the  web-enabled 
marketplace and shift their thinking from the mainstream messaging to a customer centric 
approach, where the main focus is satisfying the unique desires of the consumers at the 
precise moment they are online. (Scott M. D., 2013. p31) Marketing is not about generic ads 
anymore, where a neon colour or wacky movement is enough to grab attention, it is about 
better understanding your consumers, understanding the keywords and phrases they are 
using  and  creating  a  content  right  for  them  at  the  moment  they  need  it.  It’s  about 
interaction,  information,  education  and  choice  of  the  empowered  buyers.  (Scott  M.  D., 
2013. p32) Here it is important to mention that some sources argue that buyers are not the 
ones who became empowered, but it is the organizations who suddenly possess numerous 
channels to use, different IT solutions to gather data with, systems to analyse it and use it 



(23)to constantly influence consumer behaviour and increase the consumers urge to buy and 
 consume. (Gibbs, M., Network World, 2016.) 


Already in the 1990’s an evolution of technologies to support marketing processes started: 


initially  with  the  release  of  campaign  management  systems.  (Doyle  S.  and  Georghiu  J., 
 2000.) The notion of marketing automation refers to the automated marketing decision 
 support on the internet according to John D.C. Little, who was one of the first one who 
 introduced this term at the 5th Invitational Choice Symposium at UC Berkley in 2001. He 
 tried to explain the phenomena with the following phrase: “What do we tell X to do when 
 customer Y arrives on Monday morning?”. To be able to answer, he suggested to analyse 
 the digital footprints1 of customer Y to come up with meaningful managerial implications 
 for the whole purchase funnel. (Heimbach et al. 2015., p129)  


The challenges faced by marketers back were very similar to today’s issues, firstly to process 
 the huge amount of data automatically collected online, secondly to be able to adaptively 
 react to customer choices on the web. Using marketing automation enhances productivity, 
 decision-making,  promises  higher  return  on  marketing  investment,  while  increasing 
 customer  satisfaction  and  loyalty  via  the  personalizing  of  the  marketing  messaging. 


(Heimbach et al. 2015., p129) 


Marketing automation is often associated with related terms such as Customer Relationship 
 Management  (CRM)2 or  mailing  list  based  promotion  campaigns  management  (e.g. 


       


1 A digital footprint is the body of data that exists as a result of actions and communications online that can in some way 
 be traced back to an individual. (Source: "What Is Digital Footprint? - Definition from WhatIs.com" 2016.) 


2 Customer relationship management (CRM) is a term that refers to practices, strategies and technologies that companies 
use to manage and analyze customer interactions and data throughout the customer lifecycle. (Source: "What Is Customer 



(24)newsletters) and could be confused with other related fields such as database marketing3, 
 interactive marketing4, one-to-one marketing5 or email marketing6. However, marketing 
 automation is different, as it utilizes multiple data sources to design the communication 
 real-time for all kinds of different channels, be it a website, mobile app, email, ads, etc. 


(Heimbach et al. 2015., p130)  


The  process  of  marketing  automation  is  very  close  to  the  traditional  marketing 
 management process. First, marketers start with evaluating, analysing the data, define the 
 objective,  then  define  the  actions  needed  to  be  implemented  and  finally  measure  the 
 outcome and optimize accordingly. As the first step is analysing the data, data availability 
 is crucial from the very beginning of the process. This information on the consumer could 
 be stored in a database, or be tracked behaviours and activities such as clicks and website 
 visits.  In  marketing  automation  data  remains  an  important  element  through  the  whole 
 process. All automated actions are based on the available consumer information and simply 
 defined rules. For example, if a customer shows a certain behaviour, a marketing action is 
 initiated at a set pre-defined time. (Heimbach et al. 2015., p130) A great visualization of 
 the marketing automation process is done by Heimbach et al (2015):  


       


3 Database marketing is a systematic approach to the gathering, consolidation, and processing of consumer data (both for 
 customers and potential customers) that is maintained in a company's databases. (Source: "What Is Database Marketing? 


- Definition from WhatIs.com." 2016.) 


4 interactive marketing is the ability to address the customer, remember what the customer says and address the customer 
 again in a way that illustrates that we remember what the customer has told us (Source: Deighton, J. A., 1996.) 


5 One-to-one  marketing  is  a  form  of  direct  promotion  where  a  business  representative  communicates  directly  with  a 
 targeted or interested consumer. (Source: "What Is One-to-one Marketing? Definition and Meaning." 2016.) 


6 Email marketing is the promotion of products or services via e-mail. (Source: "What Is Email Marketing? - Definition & 


Information." 2016.)



(25)Figure 2, Source: Heimback et al., 2015. General framework of marketing automation (p131) 


An automation process can be initiated based on several triggers: either stored information 
 on  the  consumer,  e.g.  purchase  history  or  a  current  activity  of  the  consumer,  e.g. 


downloading a case study on a website. All this information can be used to formulate rules, 
 which is usually done via a monitoring interface, e.g. marketing automation tool. Once the 
 stored information meets the requirements of the rules or a required activity happens, the 
 automated process applies and sends the pre-defined marketing message (e.g. an online 
 offer  or  a  content  piece)  to  the  audience  via  different  channels,  like  email,  push 
 notification, display ad, etc.  


In order to be able to source all the information needed for automation, a well-conceived 
data storage is necessary to collect and analyse data on the consumer behaviour. Several 
external  data  sources  can  be  integrated,  which  enables  utilizing  behavioural  data  from 
different  sources  and  leveraging  them  across  channels.  For  example,  generating  online 
recommendations based on social media activities, or to reach new people who are similar 



(26)to your customer base – via the Facebook LookALike audiences7. In order to handle the 
 increased  amount  of  data  (referred  to  as  ‘Big  data’)  the  adoption  of  a  well-designed 
 technological  infrastructure  is  required  to  effectively  store,  process  and  apply  the  data.  


(Heimbach et al. 2015., p131-132) 


Marketing  automation  software  can  have  different  functionalities,  their  strengths  and 
 weaknesses vary as well as their focus in the marketing automation process, but most of 
 them provides a combination of data analysis and execution tool which usually has a quite 
 intuitive interface that does not necessarily require a technological background from the 
 user. However, expertise in both IT and Marketing is beneficial and could be an advantage 
 to leverage the full potential of such tool. (Heimbach et al. 2015., p132) These technologies 
 and systems evolved in the last decades and are still expanding at such rate, that the term 
 does not really describe the full extent of integration with other elements such as: 


• Workflow


• Behavioral analysis


• Decision support


• Content management


• and Channel management.


(Doyle S. and Georghiu J., 2000) 


Marketing Automation Vendors 


The  marketing  automation  space  is  a  relatively  big  market,  rich  in  solutions  with 
 functionality  that  usually  outpaces  the  execution  requirements  of  most 
 companies. (Forrester, 2014) 


7 Facebook Lookalike audience are a way to reach new people through Facebook who are likely to be interested in your 
 business because they're similar to customers you care about. (Source: Facebook 


https://m.facebook.com/business/help/164749007013531?__mref=message_bubble) 



(27)Forrester  Wave  evaluates  the  automation  platform  vendors  taking  into  account  their 
 current  offering  and  their  strategy.  The  graph  below  represents  the  biggest  vendors  for 
 Large  Enterprises  in  the  marketing  automation  space,  also  visualizing  the  different 
 vendor’s market presence.  


Figure 3: Forrester Wave - L2RM Platform Vendors For Large Enterprises,  
 Source: Forrester Research, Inc. (2014.) 


The  Enterprise  level  evaluation  reveals  five  Leaders  and  four  String  Performers  in  the 
market: Oracle’s Eloqua and Marketo leads the group, where Eloqua have been in the field 
the longest (since the early 2000s), Marketo was founded in 2006, but still is a top performer 
as an enterprise solution. Other big players in the Leaders category are Adobe, Act-On and 
Salesforce.com’s  Pardot  and  they  also  deliver  excellent  multichannel  campaign 
management capabilities on par with the before mentioned. (Forrester Research Inc., 2014) 



(28)Figure 4: L2RM Platform Vendors For Small Marketing Teams,  
 Source: Forrester Research, Inc. (2014.) 


Forrester separates the vendors based on the business sizes (Enterprise or Small Marketing 
 teams) as the requirements are mostly different in these cases. While there are vendors that 
 provide enterprise level solutions on a high level, they might not be an optimal fit for a 
 smaller marketing team’s needs. In the graph presented via Forrester Research, it can be 
 seen  that  the  Leaders  and  Top  Performers  are  indeed  different  from  the  previously 
 discussed Enterprise vendors. Here, Act-On and Salesfusion were rated best, as they provide 
 a robust, but simple solution on a lower entry price point. (Forrester Research Inc., 2014) 


The vendors listed above drive the majority of their revenue from B2B companies, rather 
than B2C, and buy-in is increasing fast in sectors where the purchase is highly considered 
(e.g.  Insurance  or  financial  advisors)  or  loyalty  driven,  such  as  sports  brands  or 
entertainment (Forrester Research Inc., 2014). It can be stated that some companies have 
a  greater  incentive  to  implement  marketing  automation  processes  than  others.  The 
potential also gains a momentum with the number of online customers and sales, follow-



(29)up  purchases,  products  &  brands,  communication  channels  and  competitors.  For  this 
 reason,  online  retailers  are  also  more  interested  in  marketing  automation  than  others. 


(Heimbach et al., 2015. p131) 


Marketing Automation Features 
 Lead Management 


Marketers have to work with data to be able to define trends, to measure effectiveness at 
 key points in the consumer decision journey, and to understand how and why they move 
 along these journeys. (Dahlström P and Edelman D., 2013.) A marketing automation system 
 can  also  serve  you  as  a  marketing  lead  database,  where  marketers  store  their  most 
 important marketing asset: lead and contacts data. This marketing database goes beyond 
 the company’s CRM data and includes more information about all marketing interactions, 
 the leads interaction with the brand across channels, data updates and history. (Miller J. 


2012.) And this is where tracking and measuring online behaviour gets important.  


Behavioural tracking and measurement has come a long way in the digital marketing space. 


It  is  a  powerful  way  of  learning  more  about  your  consumers  by  tracking  impressions, 
 website visits, clicks to conversion and even analyse where the visitor lave the process and 
 take steps to optimize the user experience and improve performance. (Ryan D.,2009. p254) 
 By tracking and measuring, marketers are able to easily identify what is working and what 
 is not, they can run live tests and make changes in their campaigns real time, while making 
 their  decisions  based  on  real  data.  The  collection  of  this  data  allows  them  to  be  more 
 accountable for their work, and prove the value of their investment and efforts, thus being 
 a very important area for digital marketers. (Ryan D.,2009., p254)   


In  many  cases,  systems  also  offer  full  integration  with  CRM  systems  which  enables 
companies  to  sync  information  in  real-time  or  at  certain  times,  so  the  information 



(30)generated in the marketing team can be shared and leveraged across departments. This also 
 ensures transparency in data handling and lead communications.  


Usually  marketers  want  to  store  in  their  marketing  database  the  following  information 
 (Tapp, A. et al.; 2009., p35): 


• Primary data, that is more personal for the contact – e.g.  First Name, Last Name, 
 Address, Company Name 


• Secondary  data,  that  is  used  to  qualify  primary  data  –  e.g.  geographical  profile 
 (Market or Country), life-style information or level of penetration into market 


• Performance  data,  that  is  the  list  of  actions  done  by  the  contact  –  e.g.  Purchase 
 history or which campaign the contact interacted with 


•  External  data,  that  is  sourced  from  external  databases  to  enrich  the  missing 
 information on the contacts 


Helping to maintain data quality in the lead database is key to most marketing and sales 
 programs. Marketing Automation systems provide solutions for deduplication, cleansing 
 and  appending. Deduplication  is  the  process  of  recognizing  leads  and  contacts  that  you 
 already have in your database (e.g. same contact under two different email address or the 
 same contact with personal and professional profile) and merge their data into one profile. 


Cleansing  is  the  process  of  standardizing  data,  such  as  titles  and  company  names,  and 
 removing  the  information  that  is  not  valid  anymore  (e.g.  contacts  that  are  no  longer 
 working at the same company). Connected to this, appending means filling in missing or 
 incomplete data, such as adding additional contacts to an account (e.g. finding the decision 
 maker at a company) or filling in missing information such as a phone number or industry. 


(Miller J. 2012.) 


Part of the lead management functionality, automation systems also offer Revenue Cycle 
Modeling which has the ability to define stages for how leads flow through the revenue cycle 
and automates rules for the leads to move from one stage to the other, providing a clear 
overview of the sales and marketing framework and processes. (Miller J. 2012.) 



(31)Lead Scoring 


One of the features that is the most responsible for aligning marketing and sales teams is 
 Lead Scoring. (Hanington J., 2015.) This functionality enables companies to find out who 
 are the best prospects are for the business. Building a lead scoring model is done by the 
 company so it is completely tailored to the organization’s needs. This model automatically 
 qualifies leads based on demographics (such as job title, company size, country, etc.) and 
 BANT criteria8, as well as specific behaviours like website visits, clicked links in emails, 
 downloaded PDFs etc. The model also includes details about the recency and frequency of 
 these interactions. (Miller J., 2012.) 


Each profile attribute and behaviour assigns a score for each lead by tracking each of the 
 above mentioned factors. (e.g. If a lead opens and clicks an email, the lead score is increased 
 with 5 scores or if the lead has Manager in his title, the lead score is increased with 2 scores) 
 The allocated Lead Scores can then be used to trigger alerts to the sales teams or trigger 
 email campaigns after reaching a certain score level, or help companies to identify hot, 
 warm and cold leads. (Creech C. 2014.) The lead scoring model can be altered and optimized 
 over time, after knowing more about the ideal prospect’s behaviours and traits.   


Lead scoring is the base for creating lead management workflows, including automated data 
 field updates (e.g. updating lead statuses based on changes to the lead score); automated 
 list management and lead routing. Via CRM integration marketing can create a task for 
 sales after a lead reaches a certain score to reach out and convert hot opportunities. It can 
 also support lead recycling processes, where sales leads are passed back to marketing for 
 further nurturing when the lead is not ready to buy at that moment but could hold a future 
 opportunity. (Miller J., 2012.)  


       


8 B.A.N.T. criteria, it is a method of assessing the quality of prospects and tracking them through the sales qualification 
process. B – Budget, A – Authority, N – Need, T - Timeframe – (Source: "B.A.N.T. - A System for Scoring & Ranking 



(32)Lead Nurturing 


Lead Nurturing programs are automated campaigns that help prospects or customers to 
 move from one stage of the buying cycle to the next. (Creech C., 2014.) 


This requires a lot of content creation and also defining the different personas interacting 
 with the brand, to be able to use tailored messaging in these campaigns. (Creech C., 2014.) 
 The idea behind a nurture program is to take leads who are with the right buyer’s profile, 
 but not yet ready to buy the products or to talk to a sales person, and instead, via nurturing 
 these leads, deepen the relationship with them through different channels until they are 
 ready to buy and talk to sales.  


Segmentation 


Segmentation is also an essential feature to the success of all marketing activities. It can be 
 used to create micro-groups of leads and contacts from the company’s database by using 
 filters including a combination of demographic and firmographic attributes (e.g. job title, 
 company size, location, etc.) as well as behavioural filters and other industry specific CRM 
 information. (Miller J. 2012.) The more information you have in your database or CRM, the 
 deeper you can go with your segmentation and as a result, you can deliver well targeted 
 messaging to the right audience. 


Segmentation can be used to build one-time and dynamic lists based on any number of 
 criteria which allows you to perform certain marketing and sales actions based on criteria 
 that you specify: 1. Creating lists for sales to reach the right prospects who are most likely 
 to close, including high-score leads in a particular region who visited a product focused 
 page in the last seven days. 2. Creating a list of contacts for sales to reach out to including 
 leads  who  attended  a  webinar  and  then  followed  up  with  your  brand  by  visiting  your 
 website.  3.  Creating  a  list  of  prospects  who  has  been  visiting  your  blog  pages  around  a 
 certain  topic  to  send  them  more  content  recommendations  or  offers  around  that  topic. 


(Miller J., 2012.)  



(33)Targeted email campaigns  


Taking the traditional email marketing software functionalities to the next level, marketing 
 automation allows you to send relevant messages to a targeted audience at the right time. 


Marketers can identify different audiences, based on different segments they have created, 
 where  their  content  could  have  the  biggest  impact,  and  send  them  personalized  emails 
 based on that content, instead of blasting generic emails to the full marketing list. (Creech 
 C., 2014.) Tailoring your message to specific prospects can boost click through rates, and 
 increase engagement rates. So called dynamic content can be used not just in emails but on 
 the company’s website where marketers can personalize the web experience by customizing 
 forms, landing pages, layout templates too. (Hanington J., 2015.) 


Marketing Performance Reporting 


In the new era of marketing accountability, to be able to show the ROI of the marketing 
 investments and support decisions with hard data, it is essential to be able to prove that 
 the marketing team’s efforts are working. (Hoffmeister M., 2013.) Via integrating with the 
 company’s website and CRM system, marketing automation allows you to track behaviours 
 and  determine  what  marketing  efforts  work  the  best,  and  helps  you  generate  true  ROI 
 reports. (Creech C., 2014.) Visitor tracking, and the ability to track prospect activity are the 
 most  powerful  capabilities  of  marketing  automation.  (Hanington  J.,  2014.)  This  way, 
 prospects can be tied back to the marketing campaigns that originally created them and 
 even if the prospect did not convert at that point, tracking can later identify the initial touch 
 point and attribute the lead back to its source. (Hoffmeister M., 2013.) 


The tracking and reporting capabilities, next to helping marketers justify their marketing 
 investment,  can  also  be  used  to  provide  information  to  improve  the  marketing  efforts. 


(Hoffmeister  M.,  2013.)  With  better  understanding  where  the  best  and  worst  leads  are 



(34)(Hanington J., 2015.) can also monitor them live, and keep them updated via regular 
 automated reports.  


Security 


Larger  enterprises  or  more  complex  organizations  sometimes  need  additional 
 infrastructure  capabilities  such  as  security  and  user  roles.  With  user  roles,  the  system 
 administrators can assign different permissions to each users in the platforms aligning with 
 the specific pieces of functionality or tasks. Team leaders can have supervisor roles where 
 they  can  approve  campaign  assets  (emails,  landing  pages,  etc.)  before  adding  it  to  the 
 campaigns,  also  they  can  limit  the  access  to  activating/  editing  campaign  settings  from 
 other users.  In big enterprises with several offices across the globe a so called lead partitions 
 can be set up, which gives different parts of the organization access only their own lead 
 database, campaigns and marketing assets (e.g. Europe has a separate workspace from the 
 United States teams, where they run their own localized campaigns), completely separating 
 the  user  interface  while  eliminating  the  risk  of  interfering  with  each other  –  while  still 
 supporting sharing as appropriate across functions. (Miller J., 2012.) 


Process Change Model 


Organizations  put  a  lot  of  effort  into  evaluating  and  selecting  these  technologies,  like 
 marketing automation, with little recognition of the importance of change needed for the 
 success of these projects. (Doyle S., Georghiou J., 2000, p176) 


For  the  purpose  of  this  study,  looking  at  marketing  automation,  the  technology  is 
changing  at  such  a  rate  that  most  marketing  organizations  cannot  cope,  and  the 
technology  is  not being  deployed  effectively,  with  only  a  few  organizations  realising 
the  full  potential. According to Doyle S. and Georghiou J. (2000) this is due to the fact 
that  little  serious  effort  is  going  into  managing  the  organizational,  people  and 
process change  implications. 



(35)To enable  this  transformation,  a  framework  for  the  management  of  change  is  required.  


Doyle  S. and  Gerghiou  J.  (2000)  define  the  three  pillars  of  implementation  as:  human 
 resources, business aims and IT processes. The key to success is a balanced transformation 
 that takes into account the three elements (Doyle S., Georghiou J., 2000. P177): 


Figure 5: A process change model to meet the Enterprise Marketing Automation (EMA) vision, 
 Source: Doyle S. and Georghiou J., 2000. P177. 


The  following  list  compiles  the  change  activities  that  should  be  conducted  while 
 implementing marketing automation technology (Doyle S., Georghiou J., 2000. P177-178): 


• Planning marketing business requirements and involvement in the technology
 procurement process


• Understanding the use of technology and the cost of its ownership: exploiting it
 to meet the business objectives stated


• Defining clear roles and responsibilities for the project and its management after
delivery



(36)• Changing processes to enable teams to concentrate on high-value activities and 
 transferral of learning 


• Training, development and user support through clear communication structures 
 across IT and EMA users 


• Flexible tools that reinforce marketing business objectives 


Via successful change management, the members of the organization should shift from the 
 current organizational structure to a more customer-centric approach that concentrates on 
 using  the  full  potential  of  the  marketing  automation  capabilities,  puts  emphasis  on 
 understanding  data,  and  focuses  on  the  new  marketing  business  objectives.  (Doyle  S., 
 Georghiou J., 2000. P178) 


III. RESEARCH QUESTION 


Facing  with  a  constantly  changing  customer  behaviour,  businesses  are  required  to 
 communicate with prospects in different stages, by delivering content that is personalized 
 to their needs, role, level of interest and stage of problem-solving. (Ernst J, 2011. p1) To 
 manage this depth of engagement at scale, more and more businesses are realizing the need 
 for a solution, a tool that helps them in delivering their messaging.  


At the same time, Marketing Officers are also pressured internally to deliver high volumes 
 of leads while at the same time ensuring they are high quality and will convert into sales 
 opportunities. In order to overcome these challenges, automation of processes to optimize 
 the  marketing-sales  pipeline  is  rapidly  becoming  a  standard  practice  in  many  modern 
 businesses. (Doyle J, 2011. p2)  


Marketers have a record-high number of technologies and channels available for them to 
choose from. All these technologies at their disposal demand substantial time and effort, 
so it is important that marketers evaluate which tools are the most effective for their unique 



(37)business  goals.  (State  of  Marketing,  2015.  p4)  Marketing  automation  as  a  technological 
 enabler  plays  a  strong  part  today  in  this  conversation,  as  a  lot  of  people  argue  that 
 automating  these  before  mentioned  processes  can  help  marketers  improve  purchase 
 behaviour,  manage  customer  loyalty  and  eventually  increase  revenue.  Like  most  IT 
 technologies, marketing automation should serve as an enabler, and the business has to be 
 prepared  to  internally  support  the  transformation  needed  in  order  to  successfully 
 implement the technology. This idea drives me to define the research question that this 
 study will focus on - I am interested in finding out what companies need to do and how do 
 they need to prepare before starting to use a technology like marketing automation. How 
 much does the business has to change and what is initiating this change. What needs to be 
 changed and why.  


In  this  study  I  would  like  to  take  a  look  at  Ventkatraman’s  5  levels  of  business 
 transformations  and  investigate  what  level  of  business  transformation  is  needed  to 
 successfully  implement  marketing  automation  in  an  organization.  Venkatraman  (1994.) 
 says that there is no one best level for all companies, the pace of transformation is dictated 
 by several factors, both internal and competitive. (Venkatraman N. 1994., p86)  


Thus the study will focus on finding the best answer to the following research question: 


To answer the question above, I am conducting a qualitative research, which is explained 
 in more details in the methodology section of this paper. 


How radical is the business transformation required for the successful 
implementation of marketing automation in an organization? 



(38)IV.  METHOLOGY 
 Introduction 


The purpose of this chapter is to give the reader an overview of the research approach and 
 research design of this paper. It provides a description of the methodology chosen and a 
 detailed discussion of the methods used to gather and analyse data in the research. This 
 part should cover three areas, beginning with the scientific direction that was chosen to 
 follow in the study; following that the description of the research process and research 
 design;  and  closing  with  evaluating  the  reliability  and  validity  of  the  study,  while  also 
 touching upon the limitations of this research.  


Research Approach 


Several sets of assumptions underline a social science research; in their most basic form 
 they describe the dichotomy between the positivist and interpretivist paradigms. (Daymon, 
 Holloway; 2010.; p101) Kuhn (1962:175) defines a paradigm as an entire ‘constellation of 
 beliefs, values, techniques and so on, shared by the members of a given community’. (Daymon, 
 Holloway; 2010.; p101)  


In positivism, social reality exists independently of the perceptions of the individual, where 
the aim of the research is to uncover universal laws and give an objective picture of the 
world. The findings of this research should be generalizable, where the researcher seeks 
patterns and regularities to explain certain behaviour. (Daymon, Holloway; 2010.; p101) On 
the contrary, interpretivism believes in the existence of multiple realities and truths which 
are open to change because the social world is socially constructed. The aim is to uncover 
the  meanings  by  which  people  understand  their  own  experiences  and  behaviours.  The 
researcher interprets the social world through investigators and research participants who 



(39)are involved in constructing social reality. (Daymon, Holloway; 2010.; p102) 


As  the  study  prioritises  understanding  over  scientific  explanation,  the  interpretivist 
 paradigm is followed further in the methodology. The research focuses on understanding 
 marketing automation better, as well as the challenges and processes around it. As this 
 phenomenon is relatively new, there are very few academic resources around the topic, thus 
 the research will focus on using experts’ believes and experiences to be able to answer the 
 research  questions.  Due  to  the  nature  of  the  research  questions,  the  individuals’  own 
 experiences can provide valuable and valid information, and also a good understanding of 
 their challenges and perceptions on marketing automation. 


Research Design 


First I give an overview of the different research design theories, then I explain in detail the 
 chosen  research  design  and  its  main  purpose  in  the  paper,  as  well  as  outline  the  steps 
 needed to be taken in order to answer the research question. Afterwards I describe the used 
 data collection techniques and finally what approach was used to analyse this data. 


The research design should serve as a plan for collecting and analysing data that will make 
 it possible to answer the before described research question and to achieve the goals of the 
 research.  (Flick  U.  et  al,  2004.)  According  to  Malhotra  N.  and  Birks  D.  (2007.),  research 
 design may be broadly classified as exploratory or conclusive, where the primary objective 
 of exploratory research is to provide insights into an an understanding of a phenomena. 


Usually the subject of the research cannot be measured in a quantitative manner and the 
research design is characterized by a flexible and evolving approach. On the other hand, 
conclusive approach usually tests a hypothesis or examine relationships, where the focus 
is on measuring a clearly defined phenomena. (Malhotra N. and Birks D., 2007.) In this study 
an  exploratory  research  design  is  used  in  order  to  get  a  better  understanding  on  the 
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