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2024 OUTLOOK

How efiective B2B marketers
are changing their tactics

CMOs are learning the value of giving potential clients actionable insights
rather than the hard sell. Building relationships this way requires more
preparation time, but it’s likely to be well spent

hen IT firm Antavo, a pro-
vider of technology for cor-
porateloyalty programmes,

polled potential clients earlier this
year and asked them if they were
planning to upgrade their schemes,
90% said that they were.

That was 21 percentage points up
on the equivalent figure from Anta-
vo’s 2022 survey. Yet, despite their
apparent keenness to buy new IT,
they’ve generally been slow to make
such purchases, reports the firm’s
marketing director, Eva Bacsi.

“The decision-making process has
gotten longer and customers are
more cautious about investing in
technology that needs planning and
resources, because of the expected
downturn,” she says.

B2B marketing teams can’t afford
to get complacent, then, especially
as the economy continues to falter.
The International Monetary Fund’s
latest World Economic Outlook re-
port forecasts that global GDP
growth will decline from an already
disappointing 3% this year to 2.9%
in 2024, for instance.

“It’s never been more important for
B2B marketers to be talking to cus-
tomers - and as soon as possible,”
stresses Richard Cook, founder and
MD of Champion Communications, a
B2B marketing agency. “Your buyers
are in a state of ongoing chaos.
They’re looking to make decisions
that are potentially quite risky and
they can’t afford to get them wrong,
because their rivals will probably get
them right.”

The consensus among marketing
chiefs is that now - not two or three
months hence - is the time to talk to
B2B buyers, who often look to ven-
dors to help them optimise their
spending, mitigate risk and seek out
a precious competitive advantage.

This isn’t just good news for mar-
keting teams. Research evidence in-
dicates that buyers benefit too. A
McKinsey & Co study suggests that
firms seeking an edge over their com-
petition are more likely to achieve it
by continuing to invest in certain
functions during a downturn.

For its part, Antavo remains com-
mitted to investing in marketing and
product development despite the de-
celeration in sales.

“We’ve seen before that downturns
happen and new business slows,”
Bacsi says. “But then things recover
and, if we don’t keep moving and
talking to customers, we won’t be in
the right place to succeed when de-
mand returns.”

|

In Q1 2024, Antavo will publish its
annual Global Customer Loyalty Re-
port, which is based on data insights
derived from the 300 million trans-
actions completed on the firm’s plat-
form and interviews with 600
business leaders. Such research
helps the company to build relation-
ships with existing and potential cli-
ents, while also giving it useful
information about the problems
they’re facing.

“It’s vital for us to maintain an edu-
cational tone to the content we put
out, rather than sending a hard sales
message,” Bacsi says. “This work

»
o
u
«
£
>
fn
z
©
o
&
=
=
=
=
©
o
o
o
|

helps us to understand where the
gaps are in the market and then
develop messages and features that
meet those needs.”

IT services firm Equal Experts is
refining and targeting its marketing
messages in a similar way, as its
head of global marketing, Samantha
Dixon, explains.

“We do see budget constraints, but
we also see nervousness about not
being able to keep pace with pro-
gress, especially in things such as
data, sustainability and Al,” she says.
“We’re looking to maximise the
return on our marketing investment

SALES CYCLES ARE GETTING LONGER

Change in length of sales cycles on average, by company size

Enterprise

Mid-market

SMB

Very small business

—36%

—18%

17%

—26%

Theory Ventures, 2023

by focusing on channels such as dig-
ital, but also on technologies that we
know address those pain points.”

Early planning also helps firms to
make the most of their marketing ex-
penditure, says Dixon, who adds:
“Obviously, budgets are constrained
from a marketing perspective, so
now we’re taking time to plan digital
investment and how we shift our
messaging for those platforms.”

Kunal Mehta is global head of mar-
keting, communications and brand
atdsm-firmenich, a health and nutri-
tion firm. He explains that his com-
pany is focused on “solutions-based
marketing”, which is based on under-
standing customers’ problems and
providing bespoke solutions, rather
than leading with a particular prod-
uct or feature. By its nature, this sort
of marketing takes longer, so the
work needs to start earlier.

“This is about focusing on how we
can help, leading the way and help-
ing customers to stay ahead of the
curve. Then we follow this up with
messaging from the sales team,”
Mehta says.

Longer sales cycles demand a fun-
damentally different kind of market-
ing engagement, according to Cook.

“If you put yourself into your buy-
er’s shoes, they’re working remotely
and the person in the vendor’s busi-
ness development team is also work-
ing remotely. There are fewer
opportunities for face-to-face meet-
ings,” he says. “The buyer is increas-
ingly reliant on information from
B2B vendors. But, at the same time,
there’s so much more of it to sift
through. Marketing leaders need to
show empathy and understanding -
those relationships have never been
more important.”

Not all this engagement will trans-
late into sales, of course, but the
work is still valuable, Cook stresses.

“Even if the customer isn’t ready to
do business, having the conversa-
tion means that you’re able to learn
and build a relationship,” he says.
“That helps to refine your thinking
and planning.”

At dsm-firmenich, the company’s
goal in engaging with customers
through early marketing is to serve
as a trusted guide to them during
uncertain times.

“We need to stay ahead of the
curve to show customers what’s
coming next and how it can help to
address their challenges,” Mehta
says. “Whether you’re talking about
sustainability or how AI might be
used in our industry, customers are
looking to us as a beacon to lead
them - and that’s exciting.”

_siohr

‘Marketers have a
chance to double down
as the eyes and ears
of their businesses’

Aditya Kishore, insight director at Warc,
sets out the opportunities and risks the
profession will face in 2024. It’s set to be
another highly disruptive year

early two-thirds (64%) of
marketers surveyed by the
World Advertising Research

Center (Warc) for its latest annual
Marketer’s Toolkit report believe that
worries about the economy will have
a significant impact on their strate-
gies next year. They also predict that
inflation and the cost of living will
continue to be serious concerns.

Despite this, they are more bullish
about their business’s prospects in
2024, with 61% of respondents hold-
ing higher expectations than in the
previous year’s survey.

That should translate into advertis-
ing dollars. Warc expects global ad
expenditure to grow by 8.2% next
year, topping $1tn (£800bn) for the
first time, thanks to general election
spending in several countries and
big-ticket events such as the Paris
2024 Summer Olympics.

The Marketer’s Toolkit identifies
five global trends that will shape ac-
tivity in the sector over the next 12
months. Producing this resource is a
four-month process that uses Warc’s
proprietary GEISTE (government,
economy, industry, society, technol-
ogy, environment) methodology to
examine the trends through six lens-
es. It includes a survey of 1,400 mar-
keters globally and interviews with
marketing chiefs. This year’s re-
search identified these five trends.

Preparing for the age

of polarisation
With high-profile brands caught in
the crossfire, there are signs that
businesses are reluctant to engage
with social issues. Companies will
benefit from putting a crisis blue-
printin place, as any firm could inad-
vertently stumble into controversy
in today’s minefield of social issues.

Unlocking the potential

of generative Al
GenAlI has huge marketing potential
but will make the media landscape
murkier. Deepfakes and made-for-
advertising sites are set to abound,
especially with elections due in sev-
eral nations. Brands must be proac-
tive to avoid reputational damage.

Masculinity in crisis

Young men in the West, especial-
ly those from marginalised back-
grounds, face growing barriers to so-
cio-economic inclusion. In their
search for identity, some are drawn
to toxic role models online. Brands

need to adjust their advertising and
influencer selection strategies to re-
flect emerging models of masculini-
ty, as public awareness of these is-
sues will grow and lead to a backlash.

Sportswashing changes

the game
Sports retain a unique power to at-
tract large live audiences. That has
yielded increasing competition for
fresh content, media rights and
sponsorship opportunities. It has
also attracted significant invest-
ment from controversial sources.
Brands have more spaces to play in,
but they also face new risks.

Sustainability is coming home

Many firms lack agreed metrics
and a clear view of their supply
chains; so they fear accusations of
greenwashing. To counter this, mar-
keters can adopt sustainability initi-
atives locally to build credibility.

The Marketer’s Toolkit 2024 focuses
on the trends for the coming year.
But other, longer-running market-
ing initiatives are still required, as
are strategies for continuing trends
that Warc identified a year ago, such
as approaches to branding and pric-
ing during the cost-of-living crisis.
As one tumultuous year seems to
inevitably follow another, marketers
have a chance to double down as the
eyes and ears of their firms. They sit
at the top of a pile of real-time con-
sumer data and insights. By under-
standing emerging trends and find-
ing critical pools of opportunity that
can drive growth, marketing can be-
come a core strategic and busi-
ness-planning function.

Visit warc.com to download a free
sample of the Marketer’s Toolkit 2024
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Making it personal

A tailored WhatsApp from a brand can be seen as a building
block for loyalty — or creepy and intrusive. Getting it right is the
difference between winning and losing with customers

Oliver Pickup

ersonalisation is seen by
many as the holy grail of
marketing. The ability to

target messages at customers in a
relevant and timely way is, so the
theory goes, meant to lead to less
waste, more engagement and better
return on investment (ROI).

This personalisation has been su-
percharged by the shift to digital
marketing. It offers brands the
chance to know more about their au-
dience and tailor messages accord-
ingly. But, given the rise in data pri-
vacy awareness and the demand for
the best possible customer experi-
ence, determining the best strategy
for a business can be challenging.

Deliver the right message on the
best digital channel at the perfect
time and customers will feel valued
and that the brand understands
them and their needs. One misstep,
though, and brands risk being per-
ceived as creepy or spammy.

Arecent report by cloud communi-
cations platform Twilio, unironical-
ly released on Halloween, reveals
how fine the line that modern mar-
keters must walk in order not to be
ghosted by spooked customers.

The research surveyed more than
2,000 people and found that 41% of
UK consumers are open to receiving

messages from brands on personal
channels such as WhatsApp if they
are “hyper-personalised”. Yet more
than half (57%) of those surveyed
still have privacy concerns about
their personal messaging apps be-
ing used for marketing purposes.

Evidently, marketers must tread
with care, says Sam Richardson,
customer engagement expert at
Twilio. “Customers want brands to
reflect their personal communica-
tion preferences as well as respect
their boundaries. It is possible to
achieve that delicate balance, using
the right approach.”

The research suggests that the
only way this personalisation works
is when communications are pre-
cisely configured to match each cus-
tomer’s needs and preferences, en-
suring the right message reaches
them at the perfect moment.

Richardson says it is this person-
alisation that “fuels the ‘customer
flywheel’”. The more that brands
personalise interactions, the more
meaningful their engagements with
their customers.

“With greater first-party data
gleaned from these interactions,
brands can deepen that relationship
further and truly get into that inner
circle,” he adds.

Creating personalised communi-
cations that do genuinely feel per-
sonal to the person receiving them is
difficult, however. SurveyMonkey’s
The State of CX report, published
earlier this year, highlights a stark
contrast between how companies
view the success of their personal-
ised experiences and how customers
feel about them.

While 86% of customer experience
professionals believe their custom-
ers receive tailored, individualised
treatment, customers reported a dif-
ferent reality. Just 8% of consumers
said they feel they receive a bespoke,
custom-made experience every
time, while a concerning 10% re-
ported they never enjoy personal-
ised customer journeys.

This discrepancy suggests that
most companies are mistaken about
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Focusing on what customers
want to know, not what brands
want to sell, is paramount

the level of personalisation they pro-
vide. Simply adding a customer’s
name to a message no longer cuts it,
says Marcus Oughton, global head
of digital commerce at footwear re-
tailer Clarks. Communications need
to be precisely tailored to custom-
ers’ unique interests and contexts.

“There needs to be a value ex-
change between the brand and the
consumer,” believes Oughton. “It’s
about surprising and delighting cus-
tomers... but the frequency and rele-
vancy of the communication far out-
strips the actual content.”

Oughton shares how Clarks has
started incorporating SMS commu-
nications into its marketing mix.
This strategy is most effective, he
says, when timed around key sea-
sonal sales spikes. For example, a
text message about an abandoned
cart will be much stronger when
combined with deals around the
back-to-school peak. An SMS push
notification is also harder to ignore
than, for example, an email.

“We’re seeing that lots of consum-
ers are turning off email notifica-
tions on their phones, but over 70%
of our consumers purchase via mo-
bile devices, so this seems to be the
logical step of how we drive that
connection,” says Oughton.

But not everyone is convinced by
the value SMS can bring. Anirban
Bardalaye, chief product officer at
ecommerce personalisation firm
Bloomreach, points out that SMS
messages are much more expensive
than email. Further, interacting
with SMS “can be a pretty vanilla
experience, so companies might
use it for transactional messages.” It
is not, Richardson notes, the right
medium for conversation, but rather
for one-way communication.

James Rose is head of UK, Ireland
and North America for Lovehoney, a
sexual wellness company. He learnt
the potential drawbacks of SMS
communications the hard way.

Given the intimate nature of the
products, he reveals how the com-
pany’s short-lived SMS strategy
turned out to be a big turn-
off. “Shoppers certainly don’t want
us referencing information they
may have intentionally or uninten-
tionally shared during their previ-
ous interactions,” he says of the
ditched approach.

The key to good personalisation,
says Bardalaye, is less about the
channel and more about delivering a
consistent experience across the
channels used to reach customers.
This means selecting the appropri-
ate methods, mapping each strategy
and coordinating them to create a
seamless customer journey.

Twilio’s  Richardson laments
brands that “apply blunt instru-
ments without really understanding
what their customers want” and
stresses that strategy must come be-
fore tactics. She advises that focus-
ing on what customers want to
know, not what brands want to sell,
is paramount. “You need to build
that relationship.”

WhatsApp can help in this area -
and is already enriching brand-con-
sumer relationships in South Ameri-
ca, Asia and the Middle East. “It’s
second nature in those regions,”
says Richardson. “We are a bit be-
hind in Europe, and it doesn't really
feature in the US.”

Ultimately, she says, a robust data
infrastructure is central to any suc-
cessful communications strategy
and unlocks the ability to segment
users and tailor messages precisely.
Having clean, well-organised cus-
tomer data is step one. Step two is
being able to query it intelligently to
surface insights.

“Often email is the right channel,
but with better data and artificial in-
telligence, brands can be much bet-
ter at personalisation. After all,
email won’t break, and it’s not inva-
sive,” she says. ®
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Marketing'’s
role in driving
innovation
and growth

The most innovative brands grow faster
than their peers. And, according to
experts at a roundtable discussion
hosted by Raconteur, the marketing
function has an important role to play

ut through the noise” may be
a well-worn  marketing
imperative, but it’s arguably

more important than ever. As atten-
tion spans dwindle, news cycles
shorten and rivals pop up from all
angles, few companies can afford to
be complacent.

To innovate and grow, companies
need to push the boat out and do
something notable - whether that’s
developing a unique product, finding
an innovative way to reach their audi-
ence or tackling an important social
issue. Often it's those brands that
develop a joined-up strategy to cover
all of these areas that make the big-
gest impact.

Raconteur recently invited three
senior marketing professionals to
discuss how brands can stay at the
forefront of innovation, and why mar-
keting has a crucial role to play here.

Staying at the forefront

of innovation

Ben Carter is the global chief customer
and marketing officer of Carwow, an
online marketplace for trading cars. As
a scale-up that’s pivoted with the
market, he says that Carwow is no
stranger to innovation. The company
has transformed from a review site to a
lead generation site to a business that
enables customers to sell a car directly
from their driveway.

“The industry is still far behind, with
only 2% of car sales done online at
the moment in the UK,” he says. “So,
there are these industries that are
ripe for disruption and transforma-
tion. And that’s what’s great about
being a marketer in those types of
industries where you are literally
driving consumer change.”

So, how can brands develop a cul-
ture of innovation? Kristen Cavallo,
CEO of creative advertising agency
MullenLowe Global, says that organi-
sations are what they celebrate. “At
MullenLowe, we talk about having a
spirit of positive dissatisfaction and
those terms are put together on pur-
pose because the dissatisfaction is
what motivates you to ask ‘why?” or
‘what's nexte’”

She explains that big disruptions to
the status quo don’t come from the
major players who are already winning
the game by the rules they defined.
“You need the revolution to come from
the sidelines. It's usually someone
asking the question: '‘Could this be
better? Could it be different?” And
then those brands move the whole cat-
egory forward and change everything.”

Victoria Gold is marketing director
for Just Eat in the UK and lIreland,
another company that knows first-
hand how innovation can disrupt an
industry. “We’'ve definitely been on a
journey,” she says. "We were the orig-
inal market disruptors moving food
ordering offline to online. And over
the last six years, in particular, that
market has grown massively. It's
become more competitive, dynamic
and complex, and food delivered on
demand is now the norm.”

Demonstrating  Cavallo’s  point
about pushing the category forward,
Gold explains that the company has
constantly developed the customer
proposition to keep one step ahead.
This has also included opening up
new categories in grocery, as well as
in retail more broadly. “We've really
innovated and step-changed our
marketing engine according to that,”
she says. “So looking at our data, our
tech and targeting capabilities, and
evolving our marketing and media mix
to show up with the right customer
proposition on the right channels at
the right time.”

A new recipe for success

As an agency lead, Cavallo gets a
broader insight into brand innovation
and has seen just how valuable the
right advertising strategy can be. “It’s
funny because | think advertising has
been around for so long that people
don’t always give it credit for innova-
tion,” she says. "But the ways we
reach people have changed mas-
sively. Consumer motivations have
changed too.”

Cavallo explains that awareness was
originally the most accurate predic-
tor of success. Then, it shifted to
preference. Now, the most accurate

Commercial feature

predictor of sales success is rele-
vance and talk value.

Naturally then, given its unique
capacity to respond quickly and cap-
ture the cultural zeitgeist, the mar-
keting function can have acrucial role
to play in the potential success of a
business. “You can try something new
in the morning and you can return the
next day and already see the impact,”
Carter says.

Cavallo agrees that there is great
value in an innovative marketing team
that’s unafraid to work fast and experi-
ment, adding that there’s little risk in
this approach if the brand stays true to
itself. "l believe marketing is one of the
strongest tools that a client has in their
arsenal. And | don’t think most of them
are wielding it like the sword that it is,”
she says. “Our timelines are much
faster with little downside. If you try
something in a tweet and it falls flat,
that’s rarely fatal. There should be a lot
more experimentation because the
downside is relatively minimal.”
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| believe marketing is one of the
strongest tools that a client has
in their arsenal

However, Gold stresses that firms
must strike a balance between keep-
ing their finger on the pulse and
maintaining a strategic focus. The
challenge lies in “capitalising on
opportunities in the here and now,
but also ensuring that we keep build-
ing that longer-term brand vision, so
that we can evolve constantly and
drive the desired behavioural
changes among consumers”.

Carter adds: "Marketing’s role is to
continue to not only innovate and to
make sure that we are relevant in all
channels but also make sure that we
don’t leave the customer behind.”

Shaping the narrative

The right advertising can buy time
between product innovations by com-
municating where a brand is headed,
according to Cavallo. "Tech brands are
famous for talking about innovations
that they will do later. This means they
often get the credit even if they wer-
en’t the first to do it,” she says.

This can have a significant impact
on brand impact, perception and
value. "Every year Fast Company does
an issue of the most innovative
brands in the world, and this year
several of the top ten companies
were there because of their market-
ing, not necessarily because they
changed their products,” says
Cavallo. She gives the example of
Tiffany’s, which, despite selling a
product that is essentially millions of

years old, found itself at the top of
the innovation list for celebrity
advertising campaigns.

Gold and Carter both agree that
product and marketing teams need to
work carefully together on innova-
tion. Gold believes that the secret to
success today is a joined-up strategy,
where departments are innovating in
sync to solve customer problems and
provide the most seamless end-to-
end customer experience. “This is
going to be a challenge for lots of
brands, but | think there’s a huge
opportunity there,” she says. “Those
that can do it the fastest will probably
grow the quickest.”

So how do brands ensure they're
always ahead of the curve? “It's not
about innovating once and then call-
ingitaday. It'saboutleaningin all the
time,” says Cavallo. Successful brands
understand that it’s not about a one-
off innovation, but a perpetual com-
mitment to pushing boundaries, col-
laborating strategically and
experimenting fearlessly.

For more information visit
mullenloweglobal.com
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MEASURING
ROI IN

MARKETING

According to research by Nielsen, despite ongoing
macroeconomic concerns 64% of marketers
worldwide expect their marketing budget to increase
in 2023. But because many marketing budgets have
been immune to this year’s spending cuts, it is now
more important than ever that marketing directors
can demonstrate the effectiveness of their spending.
So how do marketing teams measure return on
investment? And which channels and strategies have
proved most valuable?

SALES IS THE KEY FOR MEASURING MARKETING ROI HubSpot, 2023

Most important metrics for measuring effectiveness of marketing strategy
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HOW CONFIDENT ARE MARKETERS IN THEIR ABILITY
TO MEASURE RETURNS? Nielsen, 2023

Confidence in ROl measurement by channel
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50% 50% 50%
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bring positivity

Instead of slashing prices, brands would
do better to reassure cash-strapped
shoppers that what they’re spending their

money on is worth it

he UK remains in the
throes of a cost-of-living
crisis. According to new

research from the business consul-
tancy Retail Economics, the mix of
rising fuel prices, energy bills, mort-
gage rates and food has contributed
to households having around £3bn
less to spend this Christmas, com-
pared with last year.

This is already beginning to bite.
Data from the Office for National
Statistics shows retail sales volumes
fell by 0.9% in September, compared
with the previous year. Mild weather
was partly to blame, but so too were
consumers cutting back on their
non-essential spending.

The reality is that consumers are
not feeling optimistic either about
their own financial prospects or
those of the wider economy. GfK’s
monthly barometer shows con-
sumer confidence dropped by nine

points to -30 this month. People’s
confidence in their own financial
situation over the next 12 months
dropped six points to -8, while their
confidence in the national economy
dropped eight points to -32.

This is feeding through to Christ-
mas spending. Customers are start-
ing shopping earlier in an attempt
to spread costs. Marks & Spencer, for
example, says 50% of shoppers have
already started preparing for the
festive period and it has experienced
a 22% increase in Christmas food
orders compared with a year ago.

What, then, should businesses -
particularly those that rely on this
period for their annual profits — be
doing? One strategy is to cut prices
and up promotional offers in an at-
tempt to boost sales.

But GfK’s client strategy direc-
tor Joe Staton believes companies
should resist the “historical temp-

tation” to immediately lower prices.
“Itrisks undermining brand equity,”
he explains and can often be self-de-
feating if they mean stock is sold at
aloss.

Instead, he suggests, firms should
focus on achieving value over vol-
ume. “If you start to sell your prod-
uct for a much cheaper price, you
risk the perception of that product
changing,” he says.

Indeed, as M&C Saatchi’s chief
strategy officer Sophie Lewis quips:
“Apple never does sales. There’s a
lesson in that.”

That doesn’t mean businesses
shouldn’t use promotions as a sales
driver, but that price cuts are not al-
ways the answer. There are other le-
vers to pull, for instance offering ex-
tended warranties, gifts or vouchers
for future spending. And Jeremy
Stern, the chief executive of brand-
ing agency PromoVeritas, says com-
panies should also be wary of tak-
ing a one-size-fits-all approach that
could see money left on the table.
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says:

Although consumer confidence
might generally be low, Stern ar-
gues, the usual underlying senti-
ment about Christmas endures. In-

deed, while GfK’s barometer shows
the numbers are strongly negative,
they are better than last year when
the score was -47.

Last year, sales (excluding fuel)
in the three months to the end of
December increased 3.6% as price
increases offset volume sales that
declined by 6%.

Consumers, however, have now
been living through more than a
year of high inflation, while mort-
gage increases are being felt by more
people. There is also war in the Mid-
dle East and Ukraine, as well as on-
going concerns around climate
change making many anxious and
concerned for the future.

Amid that, it’s important busi-
nesses remember that people want
to celebrate Christmas and will like-
ly see it as an opportunity to put
this year behind them and hope for
a better 2024.

“For advertisers and marketers,
it’s important that Christmas is pre-
sented as a time of joy,” says Stern.
“For every cloud there is a silver lin-
ing - and it’s vital that businesses
tap into that sentiment.”

Staton agrees, advising companies
to focus on a more positive message
in their advertisements and promo-
tions, as well as showing how they
are helping consumers navigate a
tricky economic situation. Trying
to focus on value will also be key,
he says, pointing to Asda’s recent
Taste Match campaign, which in-
vited customers to try to tell the dif-
ference between its products and
those of luxury food retailers such
as Harrods and Fortnum & Mason.

“What Asda did was very clev-
er,” he reflects. “Rather than focus
on, say, 49p sprouts, they framed
their £1.99 chocolate as being ‘as
good as anything you’d find in Fort-
num’s’. And if people can’t tell the
difference, that’s a real positive for
them, to be grouped in with those
top-quality brands.”

Although he may advise compa-
nies against lowering their prices,
Staton does not diminish the chal-
lenges of the cost-of-living crisis,
nor dispute the need for firms to
“justify” the amounts they are ask-
ing people to pay.

“If you’re going to ask someone to
pay a lot of money [for an electron-
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Apple never does
sales. There’s a
lesson in that

ic device, for example], then you’ve
got to think about what you can of-
fer them for that price... Can you of-
fer free installation or free delivery?
Can you offer a long-term guarantee
or insurance?”

As consumers become increasing-
ly conscious of their electricity bills,
he adds, firms which stock more sus-
tainable and energy-efficient prod-
ucts are more likely to appeal. “If
someone is looking at where to buy
a major domestic appliance, [ener-
gy efficiency] might well factor in,”
he says. “They’re not just think-
ing about the upfront cost, they’re
thinking about the long term.”

For Stern, one way of making a
greater number of products more ac-
cessible to a wider range of consum-
ers without compromising on cost
is to use hire-purchase schemes. “I
can see more companies adopting
a Klarna-style model,” he says. “In-
terest-free credit will be a big thing,
but you’ve got to be careful that you
don’t encourage people to get into
debt. The payment plan has got to
be thought out carefully.”

Stern also feels it is important for
companies to reward loyal custom-
ers. In the lead-up to Christmas, re-
tailers that operate a membership
scheme could be at an advantage
if they offer spending incentives.
A prize draw, he suggests, “could
boost consumer engagement.”

Ultimately, the cost-of-doing-
business-crisis and the cost-of-liv-
ing crisis run in tandem. For Lewis,
“quality, rather than quantity” is the
watchword for both companies and
consumers alike in 2023.

And, against the backdrop of low
consumer confidence, the most suc-
cessful companies will be the ones
that adopt a long-term strategy,
rather than indulging in short-term,
gimmicky flash sales.

CONSUMER CONFIDENCE IN THE DOLDRUMS

Data from GfK’s consumer confidence barometer
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‘In 2024, marketers
must go forth
and illuminate’

Rachel Letham, head of content and
communications at The Marketing Society, sets
out why talent, innovation and technology are at
the top of marketers’ agenda for next year

s we come to the end of an-
other challenging year, the
well-known saying, “Change

is the only thing that is constant”
rings truer than ever. The Marketing
Society recently held its 2023 global
conference in central London - a day
for top marketers from around the
UK to come together.

The event featured a diverse range
of incredible speakers from different
walks of life whose ideas, experienc-
es, failures and triumphs had the
power to inspire others to think and
act differently - and to find ways to
navigate change.

The theme was “Changemakers il-
luminate”, a fitting motif to embrace
and take through into 2024.

Illuminate can mean two things:
both physically lighting and enlight-
ening. As marketers we must do both.
Often seen as key change-makers in
business, marketers have the power
to light a path for organisations to
navigate, as well as to enlighten peo-
ple by sharing your message, product
or service as clearly as possible.

Under this theme, each conference
speaker described their own journeys
of enlightenment with stories and in-
sights that provided useful lessons for
the year ahead.

Getthebestoutof your talent

You don’t have to have a tradition-
al business background to under-
stand how to get the most from your
people in challenging times. For
Katharine Birbalsingh CBE, head-
teacher of the Michaela Community
School in London’s Wembley Park,
consistency, clarity, courage, hones-
ty, and belief are vital to effectively
leading a team and bringing them
with you on your journey.

What rings true in the classroom

works in the boardroom too.

Innovation
Marketers often have the biggest
strategic and executional accounta-
bility for growth within a business.
Guy Middleton, global breakthrough
innovation director at drinks giant
Diageo, explained that while organi-
sations are good at core innovation,
for 2024 the search is on for break-
throughs to next-level growth; inno-
vating outside your category to trans-
form capabilities, experiences, and
business models.
Next year will be the time to seek
out opportunities to collaborate with
other departments and go outside of

your comfort zone. This was echoed
by manufacturer General Mills’ Ben
Pearman and eBay UK’s Eve Wil-
liams. Leaving your comfort zone will
provide you with valuable learnings
and allow new ideas to take shape.

Technology and Al

Artificial intelligence will contin-
ue to advance apace. For marketing
teams to work symbiotically with
their tech teams Richard Godfrey,
CEO of software development agency
Rocketmakers, says tech needs to be
adopted thoughtfully to create good
brand experiences; not just because
it’s cheap or easy.

As marketers we need to build a dif-
ferent relationship with Al, working
closely with tech experts to find a
common language and bridge the gap
between the functions.

With her extensive experience in
business - from startups to global cor-
porations and government bodies —
Baroness Martha Lane Fox reinforced
the need for diversity and inclusion.
Marketers must take every opportuni-
ty to ensure teams are diverse in gen-
der, ethnicity and socioeconomically.

Those who chose to hire only in
their own image will fail to learn any-
thing new and certainly won’t remain
relevant to customers. Amid all the
current and upcoming change, mar-
keters must focus on purpose, be
open and listen to diverse voices, ex-
pect and embrace change.

As next year shows all the signs of
being another unpredictable one, it’s
up to us as marketers to illuminate
what is happening to our customers
and the wider world. We must galva-
nise people and organisations to act,
bringing new ideas to change the way
we do things and paving the way for
sustained success.

So, in 2024, marketers go forth and
illuminate.
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Rachel Letham

Head of content and communications
The Marketing Society
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FOR CHALLENGING TIMES.
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New model agency:
ditch set fees to
win business

In times of economic uncertainty and heightened
competition, agencies are looking for new ways to bring
in clients. Do the rewards of a payment-by-results model

outweigh the risks?

MaryLou Costa

erformance marketing
agency Kinesso believes it
has the edge over the com-

petition, thanks to a bold leap it’s
taken. It's moved to a pay-
ment-by-results model.

Working with select clients, con-
tracts have been agreed where the
agency’s payment terms are directly
tied to its results as part of a revenue
share agreement - a huge shift from
the usual flat-rate retainer model.

The risk is high but so are the re-
wards, says Chloe Hawking, UK&I
CEO. She describes the outcome so
far as “wildly successful” and is
confident of transitioning more of
the agency’s clients towards this

way of working. Not only does this
model reconstruct how the agency
is paid, but it also liberates how
teams work, which is what marks
the difference between simply feasi-
ble and actually lucrative.

“It’s the perennial debate of realis-
ing efficiency and value on the cli-
ent’s side, versus battling increasing
pressure on gross margins due to
digital skills gaps, inflation in sala-
ries and restricted client terms on
the agency’s side. There’s only a
downward trajectory on old models
so we wanted one that allowed more
agility,” Hawking explains.

“Legacy models are historically
fixed and don’t allow the agency to

bring in whatever talent is needed to
achieve the client’s goals. We didn’t
feel that was a sustainable model
for us, so we wanted to shift our
thinking and challenge that tradi-
tional convention.”

The power of the proverbial carrot
is clearly working, as Kinesso clients
engaged in a payment-on-results
model have seen “unprecedented
growth”, Hawking reveals, fuelled
by teams’ drive to achieve the reve-
nue goal. They’re incentivised to go
beyond responding to a brief around
the agency’s core digital channel
work and use their initiative to sug-
gest things like how to improve the
client’s overall sales process.

“It pushes teams to go further and
it changes the client-agency dy-
namic,” Hawking says.

The latest industry statistics vali-
date Kinesso’s move. A recent sur-
vey by the World Federation of
Advertisers showed that 74% of mar-
keters believe the next three years
will bring a shift to outcome- or out-
put-based agency payment models.
Meanwhile, Forrester insights show
that pricing and value are the main
factors in 33% of agency termina-
tions, with 30% of marketers want-
ing different pricing models.

“Something’s got to change.
There’s so much pressure for growth
in a tougher economic climate. You
need that deep partnership and that
‘in it together’ level of commitment
to achieve the growth that both
agencies and clients are looking for,”
Hawking reflects.

But does this exponential growth
come with a cost? In an industry no-
torious for long hours and a
high-pressure culture, leading agen-
cies admit to a 32.4% churn rate in

2022, up from 26% the year before.
While Hawking doesn’t necessarily
believe it’s a harder way of working,
brand strategist Zoe Scaman is wary
of that carrot turning into a stick.

Scaman worked under a pay-
ment-by-results model between
2010 and 2011 in her role as a com-
munications strategist for Naked
Communications’ Coca-Cola ac-
count in Australia. She recalls it
being successful at the time, par-
ticularly for the ripple effectit had in
attracting other clients to the
agency. But she is concerned that it’s
going to squeeze already overloaded
agency talent further.

“One of the easiest ways to make
up margins is to get more out of your
talent and without necessarily pay-
ing them more because there are
limited things agencies can do
about other overheads,” says Sca-
man, who now runs her own consul-
tancy, Bodacious.

“I think payment-by-results is just
going to make it 10 times worse.
Agencies will expect people to jug-
gle twice as many accounts because
it’s a ‘pay-for-performance’ model.
They’ll need to make sure they’re
covering their costs, so they’re going
to try to squeeze as many accounts
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It’s a big change in the dynamic
of the partnership. You become
business partners, not just
agency and client

under one account director as possi-
ble, which is then going to drive that
person into the ground.”

It’s also potentially dangerous,
Scaman adds, as so much of a client’s
business performance is outside the
agency’s control. “Do you have any
influence over trade negotiations?
Over distribution? Over manufac-
turing? Over product quality?”

Similarly Josh Harris, managing
director at brand strategy and crea-
tive agency Neverland, has worked
under payment-by-results models
but found the effect on individual
team members was more stick than
carrot, which had an adverse effect
on the work.

“There was a malice attached to it
which almost conditioned the
agency to do things just to meet the
expectation, as opposed to push for
something that was bigger and
might be better. I think some people
within the business might have felt
that there was little point risking
anything for greater gain, as we
stood to lose more if we didn’t meet
the expectation,” Harris recalls.

“It is risky because your growth
models are based around certain
numbers and you’re staffing to
safely deliver against that level of
work based on those forecasted pro-
jections. In a payment-by-results
model, it’s difficult to give every-
body proper job security. If you fall
under the target, you're left in a po-
sition where you can’t survive un-
less you either apply the same logic
to people’s pay as you do to a client
bonus structure, or you will have to
make savings in other ways.”

The only way around that, Harris
concedes, is to have such close client
relationships that it fosters a de-
tailed understanding of the KPIs -
something Hawking is confident is
in play at Kinesso. “It truly links to
the business outcomes that the cli-
ent needs to achieve,” she confirms.

Other factors in Kinesso’s favour
are its scope of work being largely
digital - such as search, social,
ecommerce and website experience
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You need that deep
partnership and that
‘in it together’ level
of commitment to
achieve the growth
that both agencies
and clients are
looking for

—and the breadth of it. Both Scaman
and Harris agree that a pay-
ment-by-results model lends itself
more to this type of marketing
agency than others that are more
creative or singularly focused.

“It would become a challenge if
you look after one specific area and
are having challenges with attribu-
tion because you have to be able to
prove that what you did has led to
the results,” Hawking clarifies. “The
breadth of our services allows us to
partner with clients holistically.
That means we have fewer concerns
about attribution because we pro-
vide a range of services that led to
that total revenue in that period -
that’s why this model has probably
not been successful in the past.”

Hawking is realistic that this solu-
tion won’t work for all clients and
those that take the leap with them
are committing to a huge internal
shift. “There’s a huge amount of
analysis and scoping to work out
whether it would be a viable offering
for a client. It’s not going to work in
all cases,” Hawking acknowledges.

“It’s a big change in the dynamic of
the partnership. You become busi-
ness partners, not just agency and
client.” And like any successful
partnership, it only works if there is
transparency and trust. ®

HOW BRANDS MEASURE MARKETING EFFECTIVENESS

Share of marketers using the following metrics to gauge marketing effectiveness

Conversion rates

Customer acquisition

Click-through rates

Brand awareness

Leads generated

Direct return on investment

Help to deliver business outcomes

Campaign views

Customer retention rate

Net Promoter Scores

Brand recall

52%

51%
49%
48%
47
45%
38%

35%
32%

31%

30%
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surveys informed business professionals
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Al that shreds through
customer expectations

Zendesk Al is built for customer experience.
It can tell you what customers want because
we’ve trained it on billions of real customer
interactions. It plays well with agents and is
good for business. Surf’s up.
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