Making the most of
marketing’s evolution
Why marketing matters
more now than ever

With great change comes great opportunity.
And that’s particularly true in marketing at
the moment.
Organisations need to bridge the gaps between customer
experience, content, data and measurement, technology and
innovation to deliver better customer experiences, and marketing
can build those bridges. So it’s increasingly central to the enterprise’s
success, and that’s excellent news for marketers.
In recent years, high-performing marketers have established greater
influence in developing a company strategy, harnessing the power of
digital, and exploiting new tools and mechanisms for understanding
shifts in consumer behaviour. We’ve recently been interviewing
some of EMEA’s leading marketeers to talk about what the evolution
of marketing looks like in practice and discover what the key
opportunities are.

The power of digitisation

Technology is changing everything. Only a few
years ago, the phenomenon of Big Data and data
analytics was barely on the radar, and few saw
the true impact that social media would have on
business, with the corresponding shift in power
towards the consumer. Nor could most people
imagine the number of new channels that would
open up or the disruptive effect that mobile and
a host of other digital technologies would have
on business models.
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As Nigyar Makhmudova, Chief Growth Officer at
Danone told us:

“It’s a very different skill now
to 10 years ago. An FMCG
CMO then focused on
media, which was primarily
TV and above the line. Now,
media is integrated and
cross channel. You need
a strong understanding
of data and the precision
marketing possibilities
that opens up. You need
to engage with consumers,
but the way you do it is
different. Therefore so too
are the capabilities and role
of the CMO.”

Pivoting towards
the customer

The digital revolution is forcing companies to
evolve from being product-centric to customercentric. They’re putting customers at the centre
of their universe and adapting to serve their
needs. It’s a massive pivot. As JJ van Oosten,
Chief Customer & Digital Officer, Kingfisher,
puts it,

“Everything starts with the customer
in digital. How many are there, who
are they, how do they buy, how do I
reward them, what is their lifetime value,
what are their pain points, and then
how do I organise myself to be able to
serve them?”
Of course, this pivot provides a huge opportunity
for marketing, given its position within the
organisation as the voice of the customer.

COVID changed
the game

Meanwhile, the pandemic has thrown proven
marketing strategies out of the window.
Global lockdowns have accelerated the digital
transformation that was already happening,
forcing companies to adapt almost overnight.
As a result, companies have quickly had to
reinvent their customer experience, finding new
ways to connect with and engage consumers
online. According to Laure Baume, formally
Chief Consumer Officer, now CEO of Moet
Hennessy Diageo France.

“Marketeers have had to shift their
mindset. Their role must move from
the traditional brand or product to be
focused on the design of experiences:
how can we build engagement
and loyalty?”
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Change =
opportunity

Change is nothing to fear for smart marketers,
as long as you’re bold and agile enough. In fact,
shaking things up provides multiple exciting
opportunities. As a marketeer, you have a
unique opportunity to wrest the initiative, to
channel your creative and analytical abilities to
better demonstrate marketing’s contribution
to profitability. In addition, you control more of
the levers, including, of course, the expanding
domain of digital marketing. So what does that
mean in practice?
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The new
influencers

What’s clear is that lines are blurring.
As hierarchical and siloed corporate structures
gradually give way to more fluid, collaborative
environments, the ability to exercise influence
across functions and disciplines and within
departmental teams becomes increasingly critical.
As the voice of the customer, marketers are
uniquely positioned at the intersection between
innovation, sales, supply chain, manufacturing
and finance. This allows them to play the role
of an integrator in the organisation. They’re
the glue that keeps everyone, from finance to
manufacturing to supply chain, focused on the
customer experience. This is what makes the
difference between marketing as a siloed function
and marketing at the centre of the organisation.

Strategic thinkers needed

Being strategic is of paramount
importance; it’s critical that
you consciously develop your
commercial mindset. Mark
Evans, Managing Director of
Marketing & Digital at Direct
Line Group, says,

“Marketing must
step into the
growth and
digital space,
and marketing is
becoming even
more critical to
business success
post-pandemic.”
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As a marketing leader, if you
are rigorously analytical, have
a sound commercial sense,
and can develop an agenda
that aligns well with the CEO’s
vision, you can position yourself
at the heart of business planning,
with influence on the profitability
of the entire organisation.
For example, Bas Smit, CMO
at Barry Callebaut told us,

“The CMO should be fueling
the conversations in the
boardroom about where
the world is moving to and
what the consumer needs.”

Analytical
creatives

With the sheer volume of data at our fingertips,
analytical ability has become a vital tool.
That’s not to say creativity—a more traditional
marketing strength—isn’t still valuable. In fact,
it matters more than ever. The analytical and
creative have to work in tandem, with customer
insight becoming the foundation stone on which
to construct a creative campaign. Anything that
can give a clearer picture of the customer is great
for business.
Cristina Diezhandino, CMO at Diageo, likens
marketing to a twin-engined plane, driven by
creativity on one side and precision on the other.

“The precision part
is fundamental and
getting more and more
sophisticated: more data,
more insights from more
places. And that can feed
the creativity engine. So
brilliant marketing needs
to include both aspects.”
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New job titles, same roles?

The idea of customer-first has given rise to a new
role in many organisations: the Chief Customer
Officer (and similar titles like Chief Growth Officer,
and Chief Digital Officer). According to Craig
Inglis, former Customer Director at John Lewis,

“Companies recognise that they
need a deeper understanding of the
customer, and whilst responsibility for
that should naturally lie with the top
marketer, creating a role with broader
responsibility and a title that reflects
that can create a symbolic shift in
emphasis within a business.”
Laura Harricks, Chief Customer Officer at Ocado
Retail Ltd, makes an interesting point.

“The choice of roles a
given company has on its
leadership team reflects
the step-change the
organisation is looking
to go through. To a large
extent, a company’s job
titles should reflect its
strategy. If a company adds
a Chief Data Officer role
perhaps that tells you that
they recognise Data is a
priority area for them.”
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The Chief Customer Officer role is a response
to the disintermediation of classic marketing by
digital or performance marketing specialisations,
which weren’t necessarily being served by
traditional CMOs. Matt Atkinson, former Chief
Customer Officer at Co-op, sees his role as

“Finding a way to create a consistent
plan and experience for the brand
across channels. Working together with
business units to unlock needs and
differences, using purpose, insight, data
and propositions. Then translating this
into an experience across channels and
communication that results in increased
brand customer experience metrics and
business performance.”
But perhaps we’re getting overly hung up on
all these new job titles. After all, it’s not so much
about the functions your organisation has, but the
results it gets. As one of our interviewees put it,

“When it comes to the different names,
Chief Marketing Officer, Chief Growth
Officer, Chief Digital Officer, – are just
different names for nearly the same
thing. They all should be .integrated
into the commercial strategy.”

Raising
your game

The challenges for the effective CMO are many
and varied, according to Max Taylor, Consumer
Director at Vodafone.

“CMO’s need to listen well, be
data literate, taking sources of
market, customer and competitive
intelligence and translate this into both
opportunities and threats. The ability
to translate this complex picture into
a clear, simple and compelling vision
is a precious marketing skill. Strong
leadership and conviction is needed,
whilst ensuring that alignment between
the CEO and CMO’s narrative critical”
Expectations of marketing are a lot higher today
than they have been in the past. As a result,
marketing activity is becoming more targeted,
measurable and effective than ever before.
That’s a valuable opportunity for marketers
to prove their value in quantitative terms.
Here, we look at what else it will take
to succeed as a marketing leader.

Digital skills

As a minimum, you need to be data literate,
digitally savvy and understand how to build a
digital platform on top of your existing marketing
skills. However, when building the marketing
team’s digital expertise, it is unrealistic to expect
one person to be a true expert, given how allencompassing and expansive digital is. Therefore,
instead of relying on one individual leader to
carry the digital mantle, you’re going to need
to seek multiple leaders with specific domain
expertise who can lift the digital knowledge
of the entire marketing team. As one of our
interviewees states,
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“Agility and digital skills are mandatory.
This doesn’t mean that employees
should know programming or data
analysis in detail, but they must have an
understanding of the procedures, and
they have to know consumers’ needs
and which medium is important.”

Commercial
mindset

Today’s marketers are expected to be commercially minded and speak the language of the
boardroom. Yet, you can’t afford to ignore growth. So make a conscious effort to get to grips
with the use of capital, liquidity, cash flow and balance sheet management. Sara Bennison,
Chief Product & Marketing Officer, Nationwide Building Society, puts it well:

“You’re a better marketer when you can understand
things like risk and finances because you can think
better around what’s really going to work for the
whole system of the business.”

Move as fast as
the customer

If the customer drives everything, and marketers are the voice of that customer, then the
opportunities are massive. But you need to be agile because the context is changing so
quickly. The brand must evolve as quickly as consumers do, and that’s on you. But, at the
same time, don’t sacrifice focus in the name of speed. As Kerris Bright, Chief Customer
Officer at the BBC, warns,

“One of the dangers of focusing solely on digital
and data is losing sight of overall brand purpose, so
strategic management of the brand is vital to help
the organisation to navigate and ensure that there
is a North Star that connects everything.”
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It’s an exciting time to be in marketing, as long
as you’re willing to embrace constant change.
It could even be a path to the top. As businesses
increasingly orient themselves around their
customers, smart CMOs (and CCOs) have
the opportunity to move up and become
CEOs themselves.
To succeed as a marketer today, it pays to be bold and curious.
Be disruptive, experimental and challenge conventions. Embrace
collaboration and learning. Build a broad skill set in data, strategy,
commercial and creative, and understand the entire business. Do all this,
and you’ll be winning the hearts and minds of the consumer (and the
board), and the top job might just be yours.

11

Acknowledgments
Bas Smit
CMO at Barry Callebaut

Craig Inglis
Former Customer Director at John Lewis

Cristina Diezhandino
CMO at Diageo

Kerris Bright
Chief Customer Officer at the BBC

Laura Harricks
CCO at Ocado Retail Ltd

Laure Baume
Chief Consumer Officer and
CEO of Moet Hennessy Diageo France

Mark Evans
Managing Director of Marketing
& Digital at Direct Line Group

Matt Atkinson
Former Chief Customer Officer at Co-op

Max Taylor
Consumer Director at Vodafone

Nigyar Makhmudova
Chief Growth Officer at Danone

Sara Bennison
Chief Product & Marketing Officer,
Nationwide Building Society

12

Contributors
Grant Duncan
Senior Client Partner & Managing Director Media,
Marketing and Digital EMEA, Korn Ferry

Magui Castro
Senior Client Partner FMCG Industry, Korn Ferry

Justin Gilbert
Senior Client Partner, Mobile & Communications,
EMEA & Global Marketing Officers Practice,
Korn Ferry

Christian Rödermund
Senior Client Partner, Korn Ferry

Kalya Tea
Senior Client Partner Consumer & Retail EMEA,
Korn Ferry

Madeleine Burton
Senior Associate, Media, Entertainment
and Digital EMEA, Korn Ferry

13

Korn Ferry is a global organizational
consulting firm. We work with our clients
to design optimal organization structures,
roles, and responsibilities. We help them hire
the right people and advise them on how to
reward and motivate their workforce while
developing professionals as they navigate and
advance their careers. Our 7,000 experts in
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