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WHAT 
EXACTLY 
IS VALUE?
There is a lot of ambiguity inside 
many organisations as to exactly what 
represents value from their technology 
investments. 

We could think of value from two crude 
perspectives. What it means to the 
business’s customers, and then the 
measurable value that generates for 
the business. There is (in most cases) 
limited value from the tech deployment 
itself; the tech is an important enabler 
through which value for customers and 
value for the business can be derived. 
The real value is tied to turning a myriad 
of contextually relevant moments into 
experiences and optimised journeys for 
your customers, and making them feel 
like their needs are all that matters to 
the business. If you meet the needs and 
expectations of your customers, they 
are more likely to reward you with their 
repeat custom. This cannot be delivered 
without technology, but tech alone will 
never deliver this. Making moments 
count for customers requires a seamless 
harmonisation of many business 
functions, coming together to meet the 
customers’ needs wherever they choose 
to interact with your business. 

If your organisation is primarily focused 
on acquiring tech, you’re likely to 
be investing all of your time laying 
foundations and creating outputs. 
On the other hand, if you’re focusing 
on what value you can drive from 
those outputs and have a clear 

plan to leverage those outputs into 
measurable outcomes, then you are 
likely to be thinking way beyond the 
technology alone. There’s a value gap 
between acquiring tech and utilising it 
successfully to deliver value for most 
businesses. To drive true value requires 
radical collaboration across multiple 
areas in the business and an orientation 
towards actions that can deliver the 
desired value. 

To deliver measurable value, brands 
must be clear about the business 
outcomes that the deployment of 
martech will solve. Ask the question: 

“What does 
doing this for the 
customer mean 
for the business, 
and how do we 
measure that we 
have delivered 
that?” 

This ensures that investment actions 
can be clearly linked to outcomes 
and that the business utilises new or 
existing tech effectively to deliver the 
desired business goals. By adopting 
this balanced focus for value, which is 
beyond the scope of tech alone, the 
probability of success is magnified and 
time to value materially reduced.  
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Tech is a key enabler in 
meeting customer needs 
and expectations. Driving 
measurable value from these 
tech investments requires 
focusing beyond simple outputs 
and needs a clear plan to 
leverage measurable outcomes. 
This means collaborating way 
beyond the technology itself, 
says Richard Lees, chief strategy 
officer, Merkle EMEA. 

It isn’t possible to deliver customer 
experience transformation without 
a sound foundation for connected 
and integrated technology. This has 
been a major driver of businesses 
investing heavily in martech over the 
past few years, and the proportion 
of budgets devoted to technology 

is increasing. 2020 research  has 
shown that although more than 75% 
of businesses surveyed are planning 
to maintain marketing budgets at 
the same or similar levels for 2021, 
almost 80% of them are planning 
to increase the proportion of those 
budgets on marketing technology 
over the coming 12 months.  The 
rate of tech adoption continues to 
grow fast, but many businesses are 
still getting undesirable outcomes 
in not achieving what they set 
out to accomplish. According to 
Econsultancy and Oracle research1 

from March 2020, only 47% of 
businesses say their investment 
in customer data is paying off, 
and Forbes says 84% of digital 
transformation initiatives fail. Why 
does it appear so difficult to drive 
value from martech investments?

1
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SPEED IS A 
COMPETITIVE 
ADVANTAGE
Aligning technology investment with 
the organisational change required to 
deliver it is crucial, especially in the 
context of time to value. Given global 
events in the past year, the need for 
businesses to be able to respond to 
competitive threats and change fast 
is clear. Today, speed is a competitive 
advantage; yet many organisations are 
not geared for speed. They are siloed 
and still tied to established ways of 
working, which often doesn’t support 
the radical collaboration required to 
meet the full landscape of customer 
needs. This is why measuring the 
value of meeting customer needs is 
an essential ingredient of success. 
Making every moment count tends to 
sit way beyond the traditional remit of 
traditional marketing and is fast coming 
into scope for the modern CMO. 
It clearly strays into service, sales, 
commerce and finance – everywhere 
that a customer can experience 
a moment with the business. It is 
difficult to move at speed when 
multiple business functions have to 
be consulted, and even harder when 
there are few shared metrics to tie their 
activities together. It’s hard to argue 
with Rupert Murdoch’s quote, which 
although stated in 1999, could not be 
more relevant now: 

It is how fast you can effectively activate 
the technology into connecting the 
customer ecosystems that is really key to 
driving the value: 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

“The world is 
changing very fast. 
Big will not beat 
small anymore. 
It will be the fast 
beating the slow.” 

How fast can you deploy it? 

How well can you integrate it? 

How effectively can you unlock insights 
from the data you create with it? 

How effectively can you turn what you 
learn into improved execution?

Ultimately, what benefits does it bring 
to the customer? 

What are the measures that truly 
matter and track progress on this 
journey?
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Transforming the customer experience 
and achieving connected value from 
martech requires radical collaboration 
across the business. An old African 
proverb articulates this well: 

“If you want 
to travel fast, 
travel alone. 
If you want to 
travel far, travel 
together”

In the connected customer journey that 
martech is enabling for businesses, 
it truly does take a village to raise a 
child. Brands need to pull together 
across the organisation to make the 
many customer moments count. This 
is hard to do. To really succeed, the 
organisational collaboration 
(underpinned by ways of working) is 
one of the most important factors to 
get right. Yet it’s often simultaneously 
one of the most challenging issues to 
overcome.  

All too often, businesses are still 
steered by what’s best for the for 
the organisation, rather than by 
what’s good for the customers they 
serve. Simply buying tech can never 
solve these organisational obstacles 
alone. In fact, onboarding tech 
into an environment that requires 
collaboration for it to be successful can 
be especially challenging if mutually 
agreed measures and targets to unify 
the different business functions are 
not clearly defined and agreed. Tech 
investments are not a panacea for a 
multitude of different teams all working 
to non-complementary objectives 
and potentially striving in multiple 
directions at once. 

6

TO TRAVEL 
FAR, TRAVEL 
TOGETHER

A complete ‘ways of working’ 
transformation is often needed to 
embed a customer-centric focus 
throughout the ‘customer enterprise’, 
i.e. all of those parts of the organisation 
that have the ability to create moments 
that touch the customer. Marketing, 
sales, commerce, and service should 
no longer be working separately, 
but in unison, fostering a culture of 
innovation, agility, and shared goals, as 
seen through the lens of the customer’s 
needs. Only then can maximum value 
be driven from the technology that is 
being used to serve an overarching 
business goal. An important point to 
call out here: if this sounds like a big 
ambition, it is, but it doesn’t have to 
start with a correspondingly big plan. 
It is possible to start small and fast and 
deliver incremental value that can scale. 
Dream big; start small but act now! (and 
if you have done that right, scale fast).
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MEASURE 
WHAT  
MATTERS
Defining those overarching business 
outcomes is another vital step on 
the path to value. One of the often 
overlooked drivers of organisational 
(change) alignment are shared customer 
measures that cut across business 
areas and functions, and against which 
people and teams are accountable to 
deliver. This intensifies collaboration in 
order to meet individual and business 
silo imperatives, but which are not 
achievable without close collaboration 
and a collective focus. Heavily siloed 
businesses often find it challenging to

clearly define these measures that really 
matter: measures that can be used to 
define and clearly mobilise to a common 
vision. Framing these overarching 
customer objectives for the business to 
drive towards, significantly improves the 
probability of collaboration. The setting 
of overarching customer objectives also 
effectively focuses the brand on driving 
meaningful moments for each customer 
- moments that collectively translate into 
clear and measurable value for 
the business.  

DON’T 
SET OUT 
TO BOIL 
THE 
OCEAN 
There is no shortcut to value. There is 
no ‘automagically’. There is no silver 
bullet. As Vince Lombardi famously 
said, ‘the only place that success comes 
before hard work is in the dictionary’! 
To effectively deploy martech and drive 
connected value is hard. No hiding from 
that. That said, it is possible to accelerate 
value by not trying to boil the ocean and 
doing the smart things first. Thinking big 
and coming up with big ideas is generally 
not a challenge. Distilling those ideas 
down to smaller, smart tasks that can 
pave the way to rapidly scaling can be 
more difficult. Businesses that are able 
to conceive big ideas also often turn 
those into correspondingly big plans, 
and so much of the focus is investment 
into building and evolving the plan, 
rather than the actions that will directly 
and quickly contribute to value. Think 
big and start big is often correlated 
with an undesirable outcome. By 
attempting enormous and complicated 
transformation initiatives, brands are 
often paving the way for an undesirable 
outcome. 

Whilst the procurement part of the 
process may run to plan (it’s relatively 
easy to spend the money once the 
budget is approved), the value part of 
the equation, requires so much more 
than the technology to deliver. These 
are often not fully conceived, and so the 
business is unable to mobilise all of the 
capabilities at the scale of the plan, and 
the initiatives succumb to the domino of 
interdependencies tumbling.

87
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MAKE IT 
WORK
One of the surest ways to deliver value 
fast is to begin with a clear visualisation 
of the desired outcomes, in the context 
of the full picture and the big idea, 
and yet start in a small and focused 
way. Just make the idea work. Don’t 
overcomplicate it, but understand the 
full context required for its success. I feel 
the need to stress here that when I say 
start small, this is in the context of the 
multidisciplinary team required to deliver 
that first start. This is a collaborative, 
cross-functional start that enables a 
subset of the integrated solution to work. 
Demonstrating the ability to deliver 
a contextually connected customer 
experience across two or three channels, 
in real time, but using only two or three 
variations of the possible actions taken, 
or a subset of the audiences to respond 
to etc. I don’t mean, for example, start 
with email click optimisation. Whilst 
you can’t boil the ocean immediately, 
you also can’t ignore the connected 
complexity that is that ocean, and so 
whatever the small start is, it needs to 
reflect this complexity and build towards 
the eventual big picture goal. Optimising 
email clicks in isolation is just too small 
and singular and ignores the idea of an 
ocean altogether.

MAKE IT 
BETTER 
AND 
MAKE IT 
BIGGER 
Once it is working and doing that which 
it is intended to do, the focus can shift to 
making it better and bigger. A very large 
proportion of initiatives never progress 
out of the ‘make it work’ phase, and it is 
only when you make it better or bigger 
that you see a clear and measurable 
outcome. You need tech for the ‘make it 
work’ phase. You need the collaboration 
of people with process and strategy 
and planning and analytics and creative 
and offer and promotions etc. to make 
it better. When you institutionalise 
change, embed customer experience 
strategy, have evolved to enterprise 
agility (vs. a few isolated agile teams) and 
underpinned what you do with aligned 
measurements that matter, you can turn 
your investments in technology into a 
strategic advantage. Make it bigger. It 
takes a village to get there. 

9
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SETTING 
A NORTH 
STAR
This diagram combines a top down and 
bottom-up approach to driving value from 
marketing tech: 

Working top down from the North Star 
and the business goals to define the 
required business outcomes, with clear 
measures to track these outcomes,  
creates clear context for the underlying 
steps the business must take. These can 
then be designed with a very specific 
set of actions in mind: actions that 
empirically link to value. This top-down 
approach is far more likely to consider 
ALL of the required capabilities to deliver 
an outcome than a purely bottom-up 
approach, which often starts with a 
shopping list of technology and other 
project-based activities but doesn’t 

consider the full commitment required to 
operationalise the enablers of value. A 
top-down approach ensures that the 
project will start with measures that really 
matter from the outset; the ones that 
drive real business outcomes and so 
measurable value. The business will still 
need to lay a foundation of technology 
and other enabling capabilities, but the 
timing of these might be more aligned to 
when maximum value can be extracted 
from that technology, based on clear 
visibility of the full suite of dependencies 
required to make that technology work. 

Whether a technology project starts with 
a top down or bottom up approach is 
crudely illustrated by two types of budget 
approval process: 

1. We want to buy <this> technology. 
What business and customer value do 
we need to demonstrate in order to 
justify it? 

These projects seldom get out of the 
‘make it work’ phase, because the 
objective is to procure and deploy the 
technology, and the measure is achieved 
once the project has evidenced that 
the technology has been deployed and 
WORKS.   

2. We want to solve <this> problem for 
clients, and this is the value that brings 
to the business. 

These projects view technology as an 
enabler of a journey, with making it better 
and bigger as the target result. These 
tend to be less of a ‘project’ mindset, and 
more a process of paving the way for a 
sustained way of working. 

12

NORTH STAR
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By adopting this ‘make it work, make it 
better, make it bigger’ philosophy, you 
can hugely decrease both the time to 
value and also increase the probability 
that you will go beyond the deployment 
phase and actually deliver a sustainably 
measurable outcome. As Peter Marshall 
(chaplain to the US Senate) said, 

“Small deeds 
done are better 
than great deeds 
planned.”

And a multitude of small deeds 
measured well and continuously moving 
an organisation forward towards a well-
defined, measurable objective will almost 
certainly drive faster value than one giant 
deed (e.g. large transformation initiative) 
that is planned but that fails to fully 
materialise.

Technology is a means to an end, and 
to deliver the promised value from it, 
businesses must be clear on all of the 
activities required to make it deliver 
value. Simultaneously, and most 
importantly, they must recognise that 
value comes from making solutions 
better and bigger, and be prepared 
for that next part of the journey (whilst 
ensuring that they have the funds to 
take that next and further step). This 
is especially true for any investment 
in technology aimed at transforming 
the experience for the end customer. 
Transforming customer experience is 
not a one-off project. It’s a never-ending 
journey; a continual evolution to make 
your business great. As Jeff Bezos said: 

“Customers are 
always beautifully 
and wonderfully 
dissatisfied”.

The search and experimentation around 
new and innovative ways to meet your 
ever-changing customer needs, is a 
constant one. It never ends. This is why 
you need both an agile and adaptive 
business, which the Vodafone case study 
below illustrates very well. 

 

Let’s bring this all to life through a 
practical example of a major telco brand 
taking all the right steps to ensure that 
driving value from their technology 
investment was achieved.  

Vodafone knew that to maintain their 
position as one of Europe’s leading 
telcos they needed to boost their ability 
to talk to customers in the right context, 
through the right channels, at the right 
time, wherever the customer chose 
to have that interaction. Vodafone 
recognised that to realise this ambition – 
new technical capabilities would need to 
be implemented, but they also knew that 
to supplement their investment in 

technology, and drive maximum value 
from it, they would need to change their 
ways of working and embrace a new 
target operating model to frame this. This 
needed to be done across all 21 of their 
operating companies globally, each of 
which were working in in subtly different 
ways. 

Merkle was selected to deliver 
Vodafone’s transformation to a state 
Vodafone termed ‘Always On Marketing’ 
– looking not simply at the technology, 
but at revolutionising their ways of 
working to get the best from it. 

PUTTING 
IDEAS INTO 
PRACTICE - 
A VODAFONE 
STORY

14
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Whilst we worked to implement Pega, 
their chosen omnichannel customer 
decisioning and journey orchestration 
platform, we simultaneously worked 
with multiple stakeholders across 
numerous markets to create new ways 
of working, structuring teams, defining 
new measures of activity and developing 
processes to underpin these changes. 

One of the primary focuses of our target 
operating model was to re-design the 
structure of marketing teams, and map 
out the news ways of working alongside 
the wider business. The teams were 
restructured to operate in a more agile 
and cross-functional way, rather than 
the current siloed way in which they 
were operating, with the technology 
at the core of these working practices. 
This embedded the right forums 
for collaboration and governance, 
streamlined decision-making and shifted 
Vodafone’s culture to be more oriented 
around the customer. 

Vodafone’s OpCos differ significantly 
in size and culture, and a one-size fits 
all model was not possible. We worked 
with multiple markets across Europe to 
collaboratively build a target operating 
model that could be applied across 
all OpCos, facilitating communication 
between markets and allowing them to 
share learnings and best practice. This 
model that Vodafone has deployed 
combines best-in-class elements that are 
applicable everywhere, frameworks that 
allow markets to shape elements of their 
own solution within certain parameters, 
and options for outsourcing of elements 
to central centres of excellence or third-
party managed services. 

The operating model that we have 
co-created for Vodafone has been 
instrumental in transforming how 
the teams collaborate and embeds 
customer-centricity into what they do. 
This ensures that the technology is 
deployed to maximum effect for their 
customers, and the results speak for 
themselves: 

7% increase in average revenue per 
user 

20% saved in commission costs 
(through call centre NBAs etc.)

6x greater number of propositions 
now live, serviced by the same 
number of staff

34% higher ROI 

5x higher redemption rate through 
NBAs using adaptive models

3x greater value creation through 
NBAs using adaptive models

TRAVEL
TOGETHER
To conclude, none of this is possible 
without technology, but the tech is by 
no means the greatest contributor to 
ensuring success. Furthermore, if you 
only budget for technology, don’t be 
surprised if you get stuck in the ‘make it 
work’ phase. The ‘make it work’ phase 
is all about planning, preparing, laying 
foundations and getting ready to act. 
It is all about motion, and as Alfred 
Montapert said, 

“Don’t confuse 
motion for 
progress. 
A rocking horse 
moves all day but 
goes nowhere” 

1615
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To translate this motion into progress, 
you must move from making it work, 
to making it better and eventually 
bigger. This starts with being clear on 
the outcomes you are trying to deliver 
and framing all of the capabilities that 
are required to deliver these. If you 
are able to connect the value of great 
experiences for your customers to the 
impact on the business outcomes you 
are aiming to achieve, then it becomes 
easier to frame what is needed to 
deliver that value. Once the value is 
defined, it’s a clear process to formulate 
a business case or to institute a 
transformation plan towards achieving 
it. Make it work first, then make it 
better, and don’t take your eye off of 
making it bigger. Then your technology 
investment will be a fundamental 
enabler of your journey into the rapidly-
changing future with confidence and 
with customer-centricity at your core.

If you think of customer experience 
transformation as something that 
you will always be making better and 
eventually bigger, always optimising, 
then with that result comes not just the 
benefit of the outcomes, but also the 
promise of a competitive advantage. 
Then the technology transcends being 
a project and becomes a driver of real 
business success. You can’t get there if 
you travel alone. To get there, you have 
to travel together.

If you’d like to discuss how your 
business can better drive value from 
marketing technology, do get in touch.
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