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Introduction
Evolving from campaigns 
to customer journeys

This is the second in a four-part series - Enabling 
Customer Experience Transformation through 
Marketing Technology – which investigates 
the capabilities and enablers driving business 
performance through scalable people-based 
customer experiences.

In this paper we unpack the benefits of moving to a 
customer-centric journey orchestration framework 
compared to traditional channel-led campaigns, 
and highlight the key capabilities and their enablers 
required to achieve this.



Requirement: Consistent 
customer experiences deliver 
loyalty and value.
 “The decade behind us was all about digital. The next one 
will be about identity.” 
David Williams, Merkle 2020 Marketing Imperatives.
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The mantra “right message, right channel, right time” is imprinted into every digital marketer’s brain, and increasingly recognised 
in offline and brand marketing disciplines as the holy grail in the era of data-driven communications. But this is no longer a nice-
to-have: with the rise in connectivity driven by smart devices and digital services, 84% of customers now say that the experience 
a company provides is as important as its products and services and more than two thirds (69%) expect connected experiences 
(source: Salesforce Research, “State of the Connected Customer”, July 2019).  

Understanding customer identity, and being able to respond to this, is the driving force behind journey orchestration. By necessity, 
this framework transcends pure marketing comms. Every touchpoint – from web visits, to transactional app push notifications, 
and call centre conversations – must be considered within each customer’s journey as part of the value exchange from the data 
that individual has shared. These interactions require centralised orchestration to deliver the consistent, hyper-personalised 
engagements that drive the connected customer experience.

The benefits of this approach also require a shift away from typical campaign-level performance metrics. Effective journey 
orchestration is best measured through increased customer value, driven by purchase frequency, loyalty and advocacy. At the 
same time, this centralised approach delivers operational efficiencies that help to generate ROI.
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Barriers: 

There are several fundamental challenges to true journey orchestration from both a functional and operational perspective. 

Breaking down operational silos, as with almost any change management project, is the first and often most insurmountable barrier 
to delivering true journey orchestration. Traditional distinctions between marketing and advertising, digital and offline, and sales 
and service all impose critical handover points in the customer journey that should be invisible to the recipient but are made clear 
through inconsistent communications. 

Consistently identifying a customer across multiple touchpoints is a significant challenge for many organisations. This is before 
attempting to resolve that customer’s latest behaviour against their existing profile and deliver the most appropriate message 
for them at that time.  Legacy data architectures and disparate systems make even identifying the customer journey a significant 
hurdle. 

Once it’s possible to observe your customers’ journeys, the next challenge is actively managing these. Journey orchestration tools 
can be expensive, time-consuming to set up and require specialised skill sets to operate effectively. A complex world of marketing 
automation tools, CDPs, DMPs and more are frequently vying for investment, often with overlapping capabilities and channel-
specific execution tools to integrate with or replace. 

Solution: 

Defining a long-term, customer-centric communications journey strategy is a fundamental requirement for true journey 
orchestration. This informed, data-led, end-to-end view of a customer’s experience takes time, collaboration and expertise to 
develop. In order to manage this change, businesses should focus on developing an iterative, incremental roadmap, prioritised 
based on business value and current maturity to ensure time-to-value, enabling clear business case justification for the investment 
needed.

Each of the capabilities that follow, including their operational & technical enablers, can be developed based on your appropriate 
level. When considering these, keep in mind the following:

1. What are your business value drivers and how do your customer touchpoints support these?
2. To what extent do you have a comprehensive consumer-focused data & technology strategy?
3. How connected are your operational processes with your future state vision for your customer communications?

Identifying your business’ maturity level is vital to set off in the right direction and to ensure a clear vision for marketing technology 
and customer strategy that the whole organisation can get behind. Without this, delivering true change will be an uphill struggle.

Capabilities: 
In the first part of this series we described four capabilities necessary for the activation of performance email. Alongside this, 
there are three fundamental capabilities necessary to deliver a shift away from pure channel-based campaigns and towards the 
orchestration of customer journeys.
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Capability: 
Audience Management

Unifying the customer profile across all touchpoints to identify, define and manage audiences automatically and at scale

Technical Enablers: Identity resolution framework; integrated customer data platform
Operational Enablers: Continuous development team, martech strategic roadmap

In the UK, the average home now has 10.3 internet-connected devices, up from 8.2 in 2017; in homes with three children this 
increases to 15.4 devices (Source: Aviva/Censuswide ‘Tech Nation’ Survey, Dec 2019). Traditional device-based recognition fails to 
account for the interchange of devices within these households.
 
In order to connect these disparate digital fingerprints to one customer and deliver true people-based marketing, the first 
requirement is to resolve the customer profile. As the third-party cookie’s utility is eroded by privacy legislation and Do Not Track 
functionality, developing integrated customer profiles built on robust first- and second-party data is rapidly growing in priority. 

Best-in-class audience management requires complex data integration across all marketing, transactional and service touchpoints, 
plus real-time segmentation capability to support decisioning and journey management. It’s essential to lay the right foundations 
before building this capability though. Start by defining your strategic audiences based on value-driven use cases and your target-
state view of journey execution capability to describe a clear identity resolution framework. Define the data points and speed of 
integration required to get you there. 

Then it’s time to map your current customer data architecture to identify any data ‘black holes’ that will prevent you from reaching 
this complete view of the customer. Build out a prioritised roadmap to plug these gaps; time-to-value will be driven by your current 
maturity level. Being able to identify, measure and activate one audience across two or three channels in the short term may bring 
more benefits than holding out for the holy grail.

Next, identify the technology or technologies that best suit your strategic objectives. This could be an extension to a full-stack 
solution, for example Salesforce’s nascent Customer 360 Audiences (or existing Mulesoft/Datorama tools) to feed a current 
marketing cloud instance. Or a custom solution such as Merkle’s Rapid Audience Layer can power marketing agility across complex 
data sources and analytical requirements. The decision needs to be made based on long-term strategic requirements and informed 
by anticipated return.
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Capability:
Decision Management

Interrogating unified customer data by running rules-based/ML models in near-real-time to determine journey messaging

Technical Enablers: Rules-based logical models / machine learning algorithms (maturity dependent) managed via an integrated 
decisioning platform
Operational Enablers: Centralised, iterative planning framework including a robust test and learn strategy covering short, mid and 
long term value hypotheses.

At its most advanced, decision management utilises integrated machine learning algorithms to continually optimise carefully crafted 
customer journeys based on real-time behaviour and performance metrics. This centralized capability has real-time access to event 
data from all customer touchpoints and is modifying all major decisions in real-time based on clearly defined KPIs.

While platform integrations and a central rules engine are essential for activation of real-time use cases, at its core decision 
management is a holistic planning framework that puts the customer journey at the heart of all marketing and broader 
communication decisions. By developing an operational framework that emphasises customer-first planning, the unified customer 
identity defined in audience management can be harnessed to develop value-focused hypotheses for execution of customer 
communications. 

Establishing a central journey analytics function begins the operational alignment required to execute this capability effectively and 
away from the traditional silos present in campaign-led planning. This team delivers data investigation & benchmarking to help build 
& prioritise the test backlog. Scenario planning then helps forecast performance and identify new opportunities. 

Developing the technical capability to then push decision management into journeys can be a daunting task. Whether it’s a full 
implementation of cross-functional enterprise decisioning leader Pega, or augmenting a multi-platform stack with a context-based 
component tool such as Braze, consider your priority customer touchpoints and core automated decisioning use cases to select the 
most appropriate tool.
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Capability:
Journey Management

Orchestrating personalisation at scale in near-real-time consistently and systematically across multiple-channels 

Technical Enablers: Omnichannel orchestration tool; integrated asset management
Operational Enablers: Customer lifecycle strategy; centralised journey builder function

By making data available and linking this to content, the potential to automate the build and execution of campaigns goes well 
beyond the obvious trigger executions.  

Traditional campaign-based activation is siloed – in channel, and often in purpose. By contrast, journey orchestration marketing 
programmes are continuous in nature, across all digital and direct channels. These programs are ‘in-time’ – fed by data and 
activated by triggers within a meaningful window for the objective, whether that is true real-time (sub-1 second), near-real-time (<15 
minutes), or longer. These journeys are interactive and customer centric – reacting to customer profiles and recent behaviour as 
interpreted by decisioning’s models, rather than being driven by tactical product-based planning. All customer touchpoints are 
integrated in order to activate consistent and unified customer experiences. This includes non-standard channels such as customer 
service and offline interaction points; all engagements with the brand should fall within the journey.

Even small improvements in consistency of experience can have a significant increase in customer loyalty and value. At an early 
stage of maturity, journey management can focus on traditional channel groups such as digital CRM in email, SMS, and app push. 
Increasingly though, it is the connection of service, commerce and media that delivers competitive advantage through the total 
customer experience.

At peak maturity, all segments, channels and use cases should be executable with all technologies tied together, enabling the 
solution to dynamically switch customers across journeys. Orchestration also requires individual-level tracking and reporting on 
journey switching & overlap which can be fed back to audience management and decisioning so that accuracy and robustness are 
maintained. 

Clearly defined customer journeys across defined audiences are an essential enabler of successfully moving to journey 
management. Lifecycle stages, customer attributes, touchpoints, objectives and KPIs are needed to develop this strategic 
framework. Establishing the journey builder function, sometimes by combining existing channel-specific resource within a centralised 
operational model, supports ongoing efficiency of execution.

Technically, it is key to ensure high interoperability between your journey, audience and decision management tools as well as all 
in-scope channel activation platforms. Solutions such as Pega offer all-in-one capability – and as such require specialist expertise. 
Increasing consolidation and evolution in the martech space means multi-platform solutions are now becoming fully functional, 
though careful planning and integration management is required to ensure complete delivery. 
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Summary:

Moving from campaigns to customer journeys will 
imminently become a requirement to maintain 
customer loyalty and value. Defining your customer-
centric value hypotheses should be the first step 
before any technology investments are made. 
When it comes to platform selection, build a clear 
view of the ‘black holes’ you need to address, your 
value-driving communications levers, and wider 
technical integration preferences (full stack vs. 
multi-platform). Then map out a centralised journey 
orchestration operating structure and the change 
needed to implement this. Match this with time-to-
value analysis to create a strategic roadmap, and 
bring the whole organisation along on this change 
journey with you.
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Client case study

Aviva saw significant lift through personalisation of the customer journey using Adobe Experience Cloud.

CHALLENGE
Aviva, a brand with 16 million UK customers, faced a twin challenge. They had grown through acquisition (meaning they were faced 
with a large amount of disparate, disconnected systems and data). Consumers were also becoming increasingly immune to the noise 
of standard marketing communication. Aviva recognised reform needed to focus on three things:  its legacy of inherited disparate 
data sets, a disconnected marketing technology stack and the restructure of a siloed organisation. To remain relevant in the new 
world, Aviva had to completely shift focus from products to customers.

In order to speak to individual customers, Aviva needed all its data in one place, to rethink the approach to marketing. It was time to 
implement a People-Based Marketing model.

APPROACH
To make this bold and brave transition, Aviva partnered with Merkle to shift its marketing approach, moving away from traditional 
product-led marketing strategies to customer-centric communications. This approach, with a focus on digital channels, was aimed at 
increasing customer acquisition and value through personalisation - ensuring it was meeting the specific needs of each customer.

Aviva chose the Adobe Marketing Cloud to enable this new strategy and, with support from Merkle, it set about implementing Adobe 
Audience Manager, Adobe Campaign, Adobe Analytics and Adobe Target, with Adobe Experience Manager rolling out through 
2017/18.

By linking these technologies together information, insights and audiences could be shared and, for the first time, anonymous online 
data brought together with rich CRM data to drive personalisation.

It wasn’t enough to simply implement the tech, Aviva needed to take a leap of faith and re-structure their entire way of working.

So, with Merkle’s help, Aviva took the bold move to completely reorganise a strong marketing department into multi-functional 
teams, making it a truly agile environment. 

The teams, with each one comprising an array of skillsets, were redesigned to lead from customer insight, whilst still organised 
around business priorities. Merkle sits amongst these teams on a daily basis, providing a full agile team to ensure success of the new 
approach.

Using the data, technology and organisational approach change, Aviva has determined not what product to sell, but what is right for 
the customer.

There is still more to learn and do, but Aviva is building a team and a business with a vision to rebuild trust, reduce complexity and 
put their customers in control... and they now have the means to achieve it.

Increasing customer value through journey orchestration 
in financial services
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RESULTS

KEYS TO SUCCESS

- Shifting away from product-led marketing strategies to customer-centric communications

- Selecting technology (Adobe Marketing Cloud) that enabled linking of online data with CRM

- Reorganisation of marketing department around a truly agile model

49% 
open rate on email in response 

to Hurricane Maria, with an overall 
campaign turnaround reduced 

from three weeks to an average 
of four days

50% 
of outbound emails that are now 

automated by recognising behav-
ioural rather than product triggers 

+494% 
 increase in cross-sell quotes as 

more personalised journeys have 
been rolled out, with the figure set 

to increase

-70% 
cost per acquisition reduction for 
search. Through using a DMP to 
drive results, there has also been 
a 400% increase in sales through 

display with a 40% reduction in CPA

+32%
average increase in open 
rate on emails, compared to 

2016, with an average 3x higher 
response rate over the same 

span
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Merkle is a leading data-driven, technology-enabled, global performance marketing agency that 
specialises in the delivery of unique, personalised customer experiences across platforms and devices.

For more than 30 years, Fortune 1000 companies and leading non-profit organisations have partnered 
with Merkle to maximise the value of their customer portfolios. 
 
The agency’s heritage in data, technology, and analytics forms the foundation for its unmatched skills in 
understanding consumer insights that drive people-based marketing strategies. Its combined strengths 
in performance media, customer experience, customer relationship management, loyalty, and enterprise 
marketing technology drive improved marketing results and competitive advantage.

With over 7000 employees, Merkle is headquartered in Columbia, Maryland, with 19 additional offices in 
the US, 21 in EMEA and 12 in APAC. In 2016, the agency joined the Dentsu Aegis Network.


