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Section 1.  Executive Summary  

1.1  Research aims  
As the importance of digital media in influencing and supporting purchase continues to 
increase dramatically, companies face many new management challenges to integrate 
E-commerce and digital marketing into their marketing activities.  
 
E-consultancy commissioned this interview and survey-based research to assess a 
range of medium to large UK organisations for the following:  
 

¶ Common issues and challenges faced by managers responsible for integrating 
digital channels into their marketing and busines s operations. 
 

¶ Different strategies and best practice approaches to meet these challenges. 
 

¶ Practical solutions to these challenges. 
 

¶ Diagnostic tools to assess capabilities and to identify a plan for improvement.  
 
This report will provide you with around 50 recommendations on best practice 
approaches to developing digital marketing strategies and 50 practical tips .  
 
It also contains many frameworks for diagnosing current digital channel 
management processes  including 65 figures and 13 tables. 
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1.2  Results  
A five-stage capability maturity model for E -commerce has been defined which enables 
organisations to benchmark their E -commerce capability with other organisations.  
 
The capability levels are:  
 

1. Unplanned  ï Uncontrolled experimentation with limited integ ration. Content 
focus. 
 
2. Diffuse management  ï A more structured approach in some areas. Visitor 
acquisition focus. 
 
3. Centralised management ï Organisation level objectives and control. 
Conversion focus. 
 
4. Decentralised operations  ï Execution integrat ed with marketing activities. 
Retention focus. 
 
5. Integrated and optimised  ï A refined approach to improve digital 
marketing. Optimisation focus.  

 
The research also  distils best practice  in managing digital channels  through 
the experiences related by our interviewee panel across these key digital strategy 
elements. 
 

1. Digital channel strategy  
 
2. Online customer acquisition  
 
3. Online customer conversion and customer experience  
 
4. Customer development and growth  
 
5. Cross -channel integration and brand d evelopment  
 
6. Digital channel governance  
 

1.3  How significant is digital marketing ? 
Overall, the mean investment in digital media channels is significant, approaching 
one quarter (23%) of the total marketing communications budget  in the 
companies surveyed. This compares to a mere 11% in the 2005 survey, so we know that 
the average firm has more than doubled investment into online in three years.  
 

Survey respondents reported that - on average - they had around 10 digital marketing 
specialists in their organisation working across customer acquisition, conversion, 
retention and supporting activities such as analysis with a further eight providing 
dedicated resource for web development, coding and database management). This 
compared to an average marketing team size of 34 (excluding digital specialists).  
 
This suggests that the necessary headcount for digital marketing should be 
around a third  to approaching half (including IT infrastructure staff) of marketing.  
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1.4  Techniques for governance of digital marketing  

1.4.1 How  is digital marketing located and controlled?  
A range of different approaches have been used with the largest single group (44%) 
making E-commerce control and management part of marketing. However, over a 
quarter of companies controlled E-commerce through a separate E-commerce team 
and nearly 11% through the direct channel. 

1.4.2  How do companies plan for E -commerce?  
A majority of companies develop detailed plans for E-marketing, with integration of E -
marketing into other forms of marketing plans the most common outcome (54%).  
 
Surprisingly around 22% of participants had no detailed plan for e -marketing in their 
organisation (down from 33% in 2005). This is potentially disastrous since it can lead 
to under-resourcing of E-marketing activities, poor integration of  digital media at 
campaign level and misdirected E-commerce investments if objectives are unclear and 
there is no performance management system.  
 
However, in 2008, almost three quarters of our interviewees said ñdigital channels are 
fully recognised and i ntegrated into our annual planning and budgeting process ò. 
 

1.4.3  What are the challenges of E -commerce?  
Managing interfaces with other parts of the organisation were mentioned by 
respondents as their main challenges rather than specific problems of implementing E-
commerce within their groups.  
 
The main challenges were: 
  

¶ Gaining senior management buy-in or resource  
(68% agreed that this was a challenge, 68% in 2005) 
 

¶ Gaining buy-in / resource from traditional marketing functions / brands  
(68% agreed that this was a challenge, 66% in 2005)  
 

¶ Gaining IT resource / technical support  
(68% agreed that this was a challenge, 69% 2005) 
 

¶ Finding suitable staff was appear to have got more challenging with  
(75% agreeing that this was a challenge compared to 60% in 2005) 

 

A further significant issue was the lack of an agile capability to rapidly review and 
implement the contribution of new functionality. Less than one quarter (23%) of 
businesses surveyed agreed they had a capability for rapid application and deployment 
of new functionality . However, sufficient budget was available if returns could be 
assessed through sales models or forecasts (70% agreed). 
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1.4.4  How much do companies spend on digital 
communications ? 
The mean expenditure on digital communications as part of tot al communications 
budgets was approximately 23%, which is higher than the 15.3% proportion of 
advertising  spend indicated by UK Internet Advertising Bureau research for 2007.  
 

1.4.5  Best practice recommendations for E -commerce  
From the interviews with E -commerce managers, nearly 50 best practice 
recommendations have been identified with detailed checklists of approaches to 
consider.  
 
Five key recommendations include: 
 

1. Balanc e resources between acquisition, propositio n development / 
conversion and r etention . Less mature organisations tended to focus on 
online customer acquisition and conversion activities, so deferring the more 
profitable initiatives to drive retention and growth.  
 
2.  Allocate sufficient organisational resources for customer insight . 
Customer management or E-CRM initiatives can include customer data quality,  
customer response, satisfaction, loyalty and advocacy analysis, touch-strategy 
definition and e -mail marketing . These often seemed to be neglected since focus 
tended to be on increasing the web site efficiency and effectiveness. 
 
3.  Create d etailed digital marketing plans to provide focus and 
direction . A lack of structured planning for E -commerce is evident in relatively 
unsophisticated E-commerce adopters. A surprisingly high proportion of  
respondents reported no detailed e-marketing plan for the organisation as a 
whole or within business units.  
 
4.  Achieve senior level sponsorship and involvement in planning and 
review . As with other change management initiatives, it is essential to have 
senior-level sponsorship of the project and this should extend to active 
participation in planning and review. All advanced adopters of E -commerce used 
this to align E-commerce objectives and resources with business objectives. 
 
5.  Achieve strategic agility . Many companies had developed a flexible 
response to planning with operational reviews enabling reallocation of budget in 
line with prevailing market conditions. But many respondents mentioned 
frustrations in ñtime to marketò for introducing new web applications. 
Recommendations for increasing agility in strategy development and 
implementation are provided in the report.  
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Section 2.  I ntroduction  
When we first researched the organisational challenges of managing digital channels in 
2005, two strong themes emerged. First, there were significant common challenges 
including:  
 

¶ Gaining IT resource / technical support (69% agreed that challenging)  
 

¶ Gaining senior management buy-in or resource (68%) 
 

¶ Gaining buy-in / resource from traditional marketing functions / brands (66% ) 
 

¶ Finding suitable staff was also mentioned (60%) 
 
At the same time, respondents to our 2005 survey saw fantastic potential for 
developing digital channels. The majority of surveyed companies saw potential for 
ñLargeò and ñVery largeò capability improvements on a five point scale in areas such as 
site visitor acquisition (70%), conversion to action (75%) and customer retention 
(64%). 
 
This report will provide an update on perception of the challenges and more 
importantly, as with the first report, will pro vide detailed recommendations on 
overcoming these challenges. We also extend the set of practical frameworks for 
diagnosing the current issues and setting digital strategy which proved popular in the 
first report.  
 

2.1  Aim of report  
The main aims of the E-consultancy Managing Digital Channels  report are to:  
 

1. Identify common issues and challenges faced by managers responsible for digital 
marketing, particularly in medium to large organisations.  
 
2. Provide diagnostic tools and frameworks  which would help companies assess 
their current internal digital capabilities to identify future priorities.  
 
3 Provide best practice recommendations  on improving digital marketing 
capabilities which help to overcome some of the main challenges.  
 
4. Provide guidance and recommendations on approaches to developing digital 
marketing strategy  which apply across all organisations. 
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2.2  Who is this report for?  
The main audience of the report is those people responsible for managing and 
improving digital marketing and E -commerce  within  all types of organisation 
from small to large including business -to-consumer and business-to-business.  
 
We have devised this report to enable digital marketing specialists to assess their 
current E-commerce capabilities and provides best practice recommendations to help 
them refine their approach.  
 
The report is also intended to inform non -digital marketing specialists such as senior 
managers who need to understand the management issues and success factors involved 
with successfully integrating E-commerce into an organisation.  
 
This audience includes members of the senior management team and those responsible 
for marketing and IT. To help understanding, key concepts and activities involved with 
digital marketing are explained, particularly at the start of  the report.  
 
The report will also help agencies understand the challenges of their clients and 
indicates the future potential for different E -marketing services. 
 

2.3  Whatôs new in this report? 
E-consultancy produced a closely related report on Managing an E -commerce team: 
Integrating Internet Marketing into your organisation  in 2005 : 
 
http://www.e -consultancy.com/publications/managing -ecommerce-team 
 
The report was very well received and there has been demand for an update referencing 
more recent challenges and approaches to digital strategy development. This is it! 
 
The main features in the latest edition of this new report are:  
 

1. A guide introducing digital marketing strateg y development and success 
factors for digital marketing specialists and managers less familiar with digital 
marketing concepts. 
 

2. Brief briefing on four significant trends in digital marketing that are vital to 
review for success in managing digital channels. 
 
3. Fully updated recommendations on managing digital channels based on the 
new research. 
 

New features: 
 

¶ More guidelines and structure diagrams relevant to small or medium 
organisations. 
 

¶ More emphasis on managing digital communications . 
 

¶ Advice on how to develop strategic agility and introduce agile 
development methods. 
 

¶ Full glossary and explanation of terms included for those unfamiliar 

http://www.e-consultancy.com/publications/managing-ecommerce-team
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digital marketing or strategy terms . 
 

¶ The research sample is wider with the interviews and questionnaires 
covering a broad range of digital businesses including energy, not-for -
profit, retail, financial services through to publishers and different types 
of business-to-business organisations.  

 
4. Diagnostic templates for benchmarking your digital marketing capabilit y 
against a baseline or with peers. 

 

2.4  How to use this report  
 
The guide is in three main parts: 
 

¶ Introduction to Digital Strategy.  Start here if you are relatively new to 
approaches to strategy development or how digital marketing channels can be 
applied in  an organisation. 
 

¶ Key Digital Strategy Components.  More detailed guidelines on steps in 
developing digital strategy. 

 

¶ Approaches to digital marketing governance in organisations.  This 
has additional guidance on deploying resources to manage digital marketing. 
The main research findings are in this section, but some are also referenced in 
previous sections. 

 
Other sections you may find useful at the end of the report include References, Further 
Reading, a Glossary, and a Digital Marketing Capability Summary . 
 
To highlight the main action points for you to review relevance to your organisation as 
you scan the report please refer to the following órecommendationsô and ótipsô box-outs: 
 
Key recommendation 1.  Strategically significant success factors for governance of digital 
channels to  

 
Tip 1.  Practical guidelines for implementing digital marketing strategy and channel resource 
management 
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2.5  Research method  
The research involved two main phases of primary research: 
 

Phase 1  was designed to identify the challenges faced in managing digital 
marketing and E-commerce today and the approaches used to manage these 
challenges. The first phase involved interviews  with managers  responsible 
for digital channels  at a range of organisations indicated in the section on 
research sample. 
 
Phase 2  was designed to validate the results of Phase 1 and to assess the overall 
maturity of E -commerce management in the UK. Phase 2 of the research involved 
an online survey  of a wider range of UK, European and US organisations. 

 

The alternative tools for research and their purpose are summarised in Table 1.  
 

Table 1 Summary of research method ology  

Research phase  Purpose  
Literature review  Existing literature was reviewed to identify issues and 

stages of managing organisational change associated with 
new technology and new marketing or management 
approaches. 

Qualitative research: 
In -depth interviews  

Initial in -depth interviews used to establish challenges and 
issues involved with E-commerce adoption and to identify 
best practice for managing these. It also aimed to establish 
how different levels of E-commerce capability could be 
established.  

Roundtable 
discussion 

Interviewees and E-commerce managers from similar 
organisations were invited to discuss the findings of a draft 
report based on the first in -depth interviews.  

Quantitative 
research: 
Online survey. 

The survey was designed to assess the prevalence of the 
challenges identified earlier in the study. It also aimed to 
establish the capability maturity across different types of 
organisation. A short pilot survey was used to establish the 
reliability and suitability of the questionnaire.  

Research report Learnings from the four research instruments were 
combined to detail common responses and best practice to 
issues of organising an e-commerce team. 
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2.6  Research questions  
The overall research aim was to: 

 
óIdentify best practice in managing e -commerce and digital  

marketing resources / teams  to support organisational aims ô 
 

Since digital marketing is a relatively new approach to marketing, we also wanted to 
establish a stage model of capability maturity i.e. a definition of a series of common 
stages organisations pass through during their adoption of digital marketing as its 
importance increases and they refine their approach. Diagnostic questions to help 
organisations assess their current capability are related to this.  
 

The research also aims to recommend best practices for managing internal capabilities 
for different elements of strategy for E -commerce. We used the classic McKinsey 
Consultants strategy elements shown in Table 2.  
 
This well-established framework can be usefully applied to E-commerce with each ñSò 
representing a key issue that needs to be addressed for successful E-commerce 
implementation.  
 
Table 2 The 7S strategic framework and its application to e -commerce and digital marketing 

management  

Element of 
7S model  

Application to digital 
marketing team  

Key issues from practice and 
literature  

Strategy The significance of digital 
marketin g in influencing and 
supporting  organisations' 
strategy 

¶ Gaining appropriate budgets and 
demonstrating / delivering value 
and ROI from budgets. Annual 
planning approach. 

¶ Techniques for using digital 
marketing to impact organisation 
strategy 

¶ Techniques for aligning digital 
strategy with organisational and 
marketing strategy 

Structure The modification of 
organizational structure to 
support digital marketing.  

¶ Integration of team with other 
management, marketing (corporate 
communications, brand marketing, 
direct marketing) and IT staff  

¶ Use of cross-functional teams and 
steering groups 

¶ Insourcing vs. outsourcing 
Systems The development of specific 

processes, procedures or 
information systems to 
support digital marketing  

¶ Campaign planning approach-
integration  

¶ Managing/sharing customer 
information  

¶ Managing content quality  

¶ Unified reporting of digital 
marketing effectiveness 

¶ In -house vs. external best-of-breed 
vs. external integrated technology 
solutions 

Staff The breakdown of staff in 
terms of their background 
and characteristics such as 

¶ Insourcing vs. outsourcing 

¶ Achieving senior management buy-
in/involvement with digital 
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IT vs. Marketing, use of 
contractors/consultants, age 
and sex. 

marketing  

¶ Staff recruitment and retention. 
Virtual working  

¶ Staff development and training  
Style Includes both the way in 

which key managers behave 
in achieving the 
organizations' goals and the 
cultural style of the 
organization as a whole. 

¶ Relates to role of digital marketing 
team in influencing strategy ï it is 
it dynamic and influen tial or 
conservative and looking for a voice 

Skills Distinctive capabilities of key 
staff, but can be interpreted 
as specific skill-sets of team 
members. 

¶ Staff skills in specific areas: 
supplier selection, project 
management, Content 
management, specific e-marketing 
approaches (SEO, PPC, affiliate 
marketing, e-mail marketing, 
online advertising)  

Superordinate 
goals 

The guiding concepts of the 
digital marketing 
organisation which are also 
part of shared values and 
culture. The internal and 
external perception of these 
goals may vary 

¶ Improving the perception of the 
importance and effectiveness of the 
digital marketing team amongst 
senior managers and staff it works 
with (marketing generalists and IT)  

 
Subsidiary research questions were: 
 

Q1. Can a sequence of stages be identified in the structure and processes which 
organisations use to manage digital marketing?  
 
Q2. Identify common characteristics and variances in processes used for long -
term, annual and campaign -level planning for digital marketing.  
 
Q3. What are the management challenges and problems faced by a manager of 
a digital marketing team?  
 
Q4. What are effective solutions to dealing with these management challenges? 
 
Q5. What are the success factors in managing digital marketing which help 
increase the contribution of digital media to an organisation?  
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2.7  Research sample  
The research investigated the issues faced by managers of e-commerce, new media or 
digital marketing teams in medium to large organisations involved with managing the 
change associated with adopting e-commerce for marketing. Typically , medium to large 
organisations will have several specialist staff with specific responsibility for digital 
marketing or e-commerce strategy and implementation. These staff may work in 
existing marketing or IT teams or new teams specifically created for digital marketing.  

2.7.1  Sample frame  
The sample frame was chosen so that common experiences of managers directly 
responsible for digital marketing and E -commerce in a range of industries could be 
shared. Perceptions of other managers and staff or marketing agencies were not polled 
 
The sampling strategy was to select research respondents from a range of different 
types of UK organisations including:  
 

¶ Business-to-consumer involved in different markets including e -retail, 
publishing, travel, financial services and international brands.  
 

¶ Business-to-business organisations 
 

¶ Not-for -profit organisations including charities and public sector  
 
Respondents to phase 1 of the research programme were from a range of companies 
who are corporate subscribers to E-consultancy, some with the focus on transactional 
E-commerce and others non-transactional.  
 
So who did we talk to?  
One hour interviews were conducted with E-commerce/Digital marketing managers at 
UK organisations incl uding:  
 
Retail:  
Marketing Director, Charles Tyrwhitt; Head of E -commerce, Otto Group; Head of Site 
Management, Dell EMEA Consumer; Head-of-E-commerce, Ted Baker 
 
Energy:  
Head of customer acquisition (all channels), EDF; Marketing Director, USwitch  
 
Travel:  
Head of E-commerce, National Express; Thomas Cook, Director Web Strategy and 
Business Development; Tui (Thomson brands), Head of Marketing Systems; Virgin 
Atlantic, Director of E -commerce 
 
Charity and Not -for -Profit:  
Head of New Media, Breast Cancer Care, E-Commerce Production Manager, Oxfam  
 
Financial Services:  
Head of E-commerce, esure.com; Head of E-business , Citi UK, Head of E-commerce, 
Norwich Union  
 
Healthcare:  
Head of e-Strategy, Simply Health; Head of E-Commerce, Bupa 
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Automotive:  
Head of Digital , Mercedes-Benz UK Limited  
 
Publishing:  
Group marketing Director, Harper Collins; Publishing and Managing Editor, FT.com  
 

Phase 2 of the research involved an online survey of a wider range of organisations in 
different countries to validate the results of Phase 1 and to better assess the overall 
maturity of digital marketing in different types of organisation.  
 

The survey involved companies with a range of sizes from small and medium to large 
corporations. The range of company types is indicated by Figure 1.  
 
The majority of survey respondents were from the UK (74%) and Europe (12%). 
 

 
Figure 1 Sample of business sectors within research sample  

2.7.2  Sample size  
Fifteen in -depth interviews were completed with man agers representative of the range 
of organisations listed above.  
 
The online survey was completed by 120 digital marketing and E-commerce managers 
who are corporate subscribers to E-consultancy. Respondents were recruited by email 
with completion of the o nline survey (incentivised by subsequent access to the results 
of the preliminary findings from the in -depth interviews ).  
 
Some traditional marketers responsible for digital marketing also participated, for 
example: Head of Marketing, Sales and Marketing Director, Marketing Planning 
Manager, European Performance Marketing Manager and VP Marketing. 
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Section 3.  Introduction to digital 
marketing strategy  
In this introductory section we explore the essence of a digital marketing or e -channel 
strategy and explain why it is important to define a digital channel strategy and have 
an effective process for developing the strategy.  
 
If you are a manager who is unfamiliar with digital marketing, this section will 
introduce the scope, opportunities and challenges of integrating digital marketing into 
organisations.  
 
If you are directly involved in creating digital strategies, this section also gives 
guidelines on approaches to creating plans to achieve this.  
 
The following sections have more detailed guidelines on tools used to work on each 
element of strategy. 
 

3.1  Digital marketing defined  
The focus of this report is on managing digital marketing and sell -side E-commerce 
within an organisation. Since they are relatively new terms, they require careful 
definition to scope the activ ities that need to be managed within an organisation. 
Alternative terms are Internet marketing, e -marketing, new media marketing and E-
business. Digital marketing or sell -side E-commerce can be simply defined as: 
 

ñAchieving marketing objectives by applyin g digital technologiesò 
 
This definition emphasises the importance of deploying digital communications 
technologies and E-commerce services to align with and impact business and 
marketing objectives and using technology to support this, rather than leading  with 
technologies and applications.  
 
It is useful to extend this definition to indicate the scope of digital marketing in terms 
of tools and approaches:  
 
Digital marketing involves:  
 
Applying these technologies which form online channels to market:  
web, e-mail, databases, mobile/wireless, digital TV, kiosks  
 
To achieve these objectives: 
Support marketing activities aimed at achieving profitable acquisition and 
retention of customersé within a multi-channel buying process and customer 
lifecycle 
 
Through using these marketing tactics: 
Recognising the strategic importance of digital technologies and developing a 
planned approach to reach and migrate customers to online  services through e -
communications and traditional communications.  
 
Retention is achieved through improving our customer knowledge (of their profiles, 
behaviour, value and loyalty drivers), then delivering integrated targeted 
communications and online services that match their individual needs.  
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The first part of the definition illustrates t he range of access platforms and 
communications tools that form the online channels which e -marketers use to build 
and develop relationships with customers.  
 
The access platforms or hardware include PCs, PDAs, mobile phones, games consoles 
and interactive digital TV and these deliver content and enable interaction through 
different online communication tools or digital media channels such as organisation 
web sites, portals, search engines, blogs  (online personal or group diaries), feeds , 
podcasts , social n etworks , e-mail, text messaging. Some also include traditional 
voice telephone as part of digital marketing. 
 
The second part of the definition shows that it should not be the technology that drives 
digital marketing, but the business returns from gaining new customers and 
maintaining relationships with existing customers.  
 
It also emphasises how digital marketing does not occur in isolation, but is most 
effective when it is integrated with other communications channels such as phone, 
direct mail or face-to-face as part of multi -channel marketing . Online channels 
should also be used to support the whole buying process from pre-sale to sale to post-
sale and further development of customer relationships. 
 
The final part of the definition summarises approaches  to customer-centric digital 
marketing. It shows how it should be based on customer insight or knowledge of 
customers developed by researching their characteristics, behaviour, what they value, 
what keeps them loyal and then delivering tailored web and e-mail communications.  
 
Despite the negative perceptions of Customer Relationship Management (CRM) held 
by some, it is essential to assess the marketing activities involved with E-CRM which 
also help to scope E-commerce and its integration with other communic ations. Some 
organisations interviewed have created teams or individual responsibility for E -CRM.  
 
We consider E-CRM activities to include these three areas: 
 
1. Managing the online customer experience  
 

¶ Supporting different customer personas and customer journeys through 
usability evaluation  and web site design. This includes facilitating multi -channel 
customer journeys involving switching between digital and traditional media.  
 

¶ Interactive dialogue to support enquiries and sales using techniques such as 
online sales support assistants (avatars and recommendation services), call-
back systems (click to call), live chat (click to chat) and co-browsing. 
 

¶ Providing web-self service facilities giving access to a knowledgebase and 
customer support applications.  
 

¶ Customisation and personalisation to provide recommendations at individual 
and customer segment level. 
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2.  Customer insight  
Managing the quality and usage of our knowledge of customers including their: 
 

¶ Characteristics  (who are they?) including managing profiles, segments and e-
mail  lists. 
 

¶ Behaviour  (what they do and when?) including response and purchase 
behaviour. 
 

¶ Opinions  (how do they rate your brand, online services and experiences 
compared to competitor?). 
 

¶ Value (how much are they worth?) including  loyalty and customer lifetime value 
measures. 
 

¶ Attitudes  (what do they think?) including surveying perceptions, satisfaction & 
loyalty drivers.  

 
3.  E-mail and mobile messaging as part of integrated customer 
communications strategies   
 

¶ Outbound  ï to support initial and especially repeat sales through campaigns 
and e-newsletters to a house-list. Includes integration with other outbound 
communications including voice, direct mail and SMS.  
 

¶ Inbound  ï answering customer enquiries from e-mails and web-based enquiry 
forms (relates closely to online service mentioned as part of online customer 
experience). 
 

3.1.1 Types of online presence  
This research project was designed to be representative of the different types of 
organisational web site supporting different types of  business model.  
 
The following different types of online presence were covered: 
 

1. Transactional e -commerce site . Products are available for purchase 
online. The main business contribution is through sale of these products. E-
retailers, online financial  services and travel companies are in this category. The 
sites also support the business by providing information for consumers that 
prefer to purchase products offline.  
 
Example participants: Dell, EDF Energy, Otto Group, Thomson (TUI),.  
 
2.  Services -ori ented relationship building web site . These sites provide 
information to stimulate purchase, build relationships and generate leads. 
Products may or may not be available for purchase online.  
 
Examples: Bupa, Mercedes-Benz UK Limited  
 
3. Brand building sit e. These sites provide an experience to support the brand 
and interact with customers. Products are not typically available for online 
purchase, although merchandise may be. Typically FMCG brands, although these 
were not covered in the survey. 
 



Managing Digital Channels 2008  

Copyright © E -consultancy.com ltd 2008 ï not for distribution to non -subscribers without written permission  20  

Examples: Bupa, BP, Shell (first report)  
 
4.  Publisher,  portal or media site . These sites provide information, news or 
entertainment about a range of topics. Portal refers to a gateway of information. 
Social networks belong in this category, or perhaps a category of their own, but in 
common with other publisher sites, ad revenue is key to their business model. 
 
Examples: E-consultancy.com, FT.com, Harper Collins 
 

Note that sites are commonly in multiple categories, but they usually have a main 
emphasis. For example, clothing retail brand Ted Baker has elements of all the 
above four site types.  
 

3.2  Digital marketing processes and activities  
Figure 2 shows the range of processes and activities involved in managing digital 
marketing referenced by contributors interviewed in the research.  
 
Activities include the day -to-day operating processes at the top of the diagram and the 
supporting management processes including analysis, planning and managing 
relationships within and beyond the company.  
 
The labels for processes and activities used in Figure 2 (overleaf) are typical for an E-
commerce team for a transactional e-commerce site such as an e-retailer and include 
activities such as merchandising and loyalty programmes that are not relevant to all 
companies.  
 
Many organisations interviewed structured their E -commerce teams according to the 
main activities shown, but we will see in the section on structuring E -commerce teams 
that other approaches were also used. 
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Figure 2 Key organisational processes for E -commerce  

 
Operational processes are the day-to-day activities performed by digital specialists and 
marketers whose roles include traditional and digital communications.  
 
Operational activities are c ommonly sub -divided three ways as shown in 
Figure 3 into those related to:  
 

¶ Using off-site acquisition communications to drive visitors to a site or influence 
them on other sites such as social networks; 
 

¶ Improving the online cust omer experience and conversion of visitors to 
outcomes such as registration, quote or sale; 
 

¶ Developing and maintaining relationships with customers encouraging 
continued use of digital services. 
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Figure 3 The key digital market ing activities  

 
In later sections we will look at typical balances between these activities, but for now we 
will note that often these 3 core activities are sometimes imbalanced with insufficient 
resource on acquisition or retention and growth for example.  
 
Key recommendation 2.  Balance resources appropriately between activities for 
acquisition, proposition development / conversion, Retention and measurement / 
improvement. Use these key operating activities as a framework for planning and managing 
activities. 

 
At the centre of the diagram, we emphasise the importance of using research, 
measurement and testing to improve customer insight to refine the approach to 
acquisition, conversion and retention. Resources focusing on this area encourage the 
approach of ñTest-Learn -Refineò through digital activities.  
 
Key recommendation 3.  Sufficient resources should also be applied to refine the 
metrics, tools, people and process used to measure and improve performance of digital 
channels. 

 
Leading adopters of E-commerce have allocated resources effectively between the three 
areas of acquisition, proposition development and retention.  
 
Early adopters tend to focus more on developing the site, activity then tends to shift to 
acquisition with retention following. This is likely due to growth targets around visitor 
numbers and increasing online leads and sales for which it is more straightforward to 
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define objectives. Many of the respondents mentioned encouraging retention as an 
opportunity for the future.  
 
This is a missed opportunity since as is well known from traditional customer 
relationship management modelling, it is more cost effective to focus on improving 
customer retention and increasing the lifetime value of customers than customer 
acquisition.  
 
Another thing some people undertake is sensitivity analysis of performance drivers . See 
for example, Agrawal et al. (2001) who shows that online too, improved profitability is 
derived from focusing on improving customer retention.  
 
Russell Gould, Director of E-commerce at Thomas Cook uses a similar approach to 
explain and manage digital marketing as shown in Figure 4. He says:  
 

ñOur broad online strategy centres on a four point plan which is broken down 
into a series of defined tactics and our aim is to be exceptional in delivery 
across eachò. 

 

 
Figure 4 Example of management of key digital marketing activities.  

Source: Russell Gould, with permission.  

 

Letôs now look at issues involved with managing the three key digital operational 
processes in more detail. We will review strategy and planning and managing 
relationships later in the report.  
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3.3  Acquisition  process  
In a digital marketing context, customer acquisition  has several meanings. First, it may 
mean the use of the web site to acquire new customers for a company as qualified leads 
that can be converted into sales.  
 
But it is also worth remembering that the investments in digital media such as paid 
search, affiliate marketing and online advertising are also needed in many markets to 
achieve repeat sales. Thatôs why some companies refer to ñdemand generationò rather 
than acquisition. So, it is important to review how much you are spending on different 
digital media to achieve repeat sales or visits and how this can be reduced through 
other tactics.  
 
For example, a repeat sale achieved via a customer email contact is more 
cost -effective than one achieved through a paid search ad or an affiliate . 
Creating a compelling online brand experience that encourage customers to return 
directly to the site will also help reduc e costs here. 
 
Tip 2.  Review the relative importance and cost-effectiveness of different digital media in 
achieving repeat sales. Identify methods of reducing expenditure on digital media to encourage 
repeat sales. 

 
Finally, online acquisition can also mean encouraging existing customers to use online 
channels. Many organisations simply focus on driving sales, but where acquisition is 
well managed, strategies will be developed to migrate existing customers to online 
channels where appropriate and to make digital channels a core part of the brand 
experience.  
 
If your online value propositions (OVPs , see 4.4 )  arenôt well developed and 
communicated, it is inevitable increased levels of switching to competitors will occur.  
More on developing OVPs follows in the section on strategy development. 
 
Key recommendation 4.  Put in place strategies to migrate existing customers to adopt 
online services through communications of the benefits of online channels (online value 
propositions).  

 
So while, we have all heard management comments that digital channels are ñjust 
another channel to marketò, the key to success is understanding and delivering the 
differential value that can be added by these channels in combination with existing 
channels. It is importan t these differences are communicated to non-specialist 
managers in your organisation. 
 
A related issue to consider in online customer acquisition is to review similarities and 
differences in profiles and behaviour of your online audiences from traditional 
segments you target. 
 
Tip 3.  Profile your online users of your range of products and compare to traditional audiences 
to identify opportunities to target specific segments.  

 
A further opportunity and a major challenge of digital channels is the potential to apply  
new digital communications tools. A good framework for reviewing these digital 
media channels  for customer acquisition and off -site communications to customers 
are the six key areas of digital media shown in Figure 5.  
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Figure 5 Communications tools used to acquire customers online  

(Source: Chaffey  and Smith, 200 8) 

 

The six main types of digital communications tools shown in the figure are:  
 
1. Search engine marketing . Placing messages on a search engine to encourage 
clickthrough to a website when the user types a specific keyword phrase. Two key 
search marketing techniques are: paid placements or sponsored links using Pay Per 
Click , and placements in the natural or organic listings using Search Engine 
Opt imisation (SEO) . 
 
2.  Online PR . Maximising favourable mentions of your company, brands, products or 
websites on third party sites such as social networks or blogs that are visited by your 
target audience. Also includes online brand reputation management or monitoring and 
responding to negative mentions and conducting public relations via your site through 
a press centre or blog, for example. 
 
3.  Online partnerships . Creating and managing long-term arrangements to promote 
your online services on third party websites or through e-mail communications. 
Different forms of partnership include link building, affiliate marketing , 
aggregators  such as price comparison site like Moneysupermarket 
(www.moneysupermarket.com), online sponsorship and co-branding.  
 
4.  Interactive advertising . Use of online display ads such as banners and rich media 
ads to achieve brand awareness and encourage clickthrough to a target site. 
 
5.  Opt -in E -mail marketing . Renting e-mail lists or pl acing ads in third-party e-
newsletters or the use of an in-house list for customer activation and retention..  
 
6.  Viral marketing . Viral marketing  is effectively online word of mouth ï messages 
are forwarded via email or topics are discussed in social netw orks  and this can help 
achieve awareness and, in some cases, drive response (negative WOM must be 
managed too). 

http://www.moneysupermarket.com/
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Because of resource constraints, less digitally savvy companies arenôt using the full-
range of digital media communications tools.  
 

Key recommendation 5.  Sufficient  resource should be given to review the full range of e-
communications tools and resources should be deployed to maximise integration between these 
tools focusing on those with the greatest cost-effectiveness. 

 
For example, in our 2005 report, one established e-retailer was only just embarking on 
an affiliate programme because there wasnôt a position for an online partner manager 
which other companies had already created. Other companies were proficient in Pay 
Per Click search marketing, but had pending initiatives for search engine optimisation.  
 
These specialist aspects of E-communications were often outsourced to third party 
agencies, although managed by an in-house affiliate or search specialist. There was no 
clear pattern of bringing the majority of th ese skills in-house. 
 
For other e-communications tools such as interactive advertising and Online PR, these 
were often the responsibility of other parts of the company such as brand marketing or 
corporate communications and are managed by separate agencies. Unless carefully 
managed, this can lead to some digital media channels not being leveraged sufficiently 
in integrated campaigns. 
 
Many participants mentioned the importance and challenges of unified reporting 
across different digital media channels to assess the relative effectiveness of different 
referrers and how they support each other through the media -multiplier effect .  
 
This was an issue that even leading respondents were challenged by, although they had 
often selected appropriate tools to give visibility of the relative effectiveness of the e-
communications tools. Policies and rules are also needed to attribute different referrers 
to a particular purchase. For example, is the first affiliate leading to a sale the one used 
for attribution or is it t he last one? 
 
One advanced adopter, felt a major challenge and a future opportunity was:  
 

óManaging the raw data volume, aggregating it and disseminating ô. 
 
One respondent emphasised the importance of understanding the influence of multiple 
digital media channels on sale when he said: 
 

ñYou have to have the most robust tracking technology  
you can buy to link digital activity to sale ò 

 
The importance of summarising the detailed web analytics through management 
dashboards  (See 4.2.1 for examples) to review how digital channels were contributing 
to the business was mentioned by several interviewees.  
 
Some managers had developed dashboards in keeping with other organisational 
performance management systems which senior management were familiar with such 
as the balanced scorecard to help show how e-commerce activities were aligned with 
business objectives. We give recommendations on how to define Key Performance 
Indicators for Digital Marketing in the section Step 1. Set E-marketing Objectives:. 
 
Key recommendation 6.  Create unified reporting across different digital media channels 
by selecting the right web analytics tools and adopting policies to accurately attribute referrers 
to sales influence 
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Note that only three of the digital media channels shown in Figure 5 can be viewed akin 
to traditional media investments and the main focus should be on the interplay of these 
channels. These are paid search (sponsored links), display advertising and affiliate 
marketing or aggregators.  
 
Due to the importance of these three digital channels, modelling the role of these in 
influencing sales through ternary diagrams showing their relative mix and effectiveness 
and econometric modellin g is becoming more common. Econometric modelling can 
also be used for multichannel media optimisation This considers the impact that offline 
has on online ï and vice versa.  
 
For example, some companies such as EDF Energy are using econometric modelling to 
model the impact of offline media such as TV and print ads on online sales. 
 
Tip 4.  Focus control of digital media investments on Paid search, display advertising and 
affiliate marketing (or aggregators).  

 
Managing results between paid and natural search is also important since proficiency 
in natural search offers opportunities to reduce expenditure in paid search.  
 
For example, a UK bank reported that it spends £6-8 million pounds annually on 
Google AdWords. 
 
Tip 5.  Review opportunities to integrate natural and paid s earch and reduce investments in 
paid search where possible. 

3.3.1  The hand -off between acquisition and retention  
A particular problem in structuring teams to achieve responsibility for acquisition is the 
responsibility for sale across teams or staff responsible for acquisition and conversion. 
One interviewee explains: ñYou need a seamless handover between acquisition and 
conversion. I donôt want acquisition to just hand over a prospect  to the conversion 
team, I need them to work together.ò  
 
The challenge is that you have to reward the acquisition team on the quality and cost-
effectiveness of the traffic they are driving, not simply the volume. But the potential to 
generate sales is also dependent on the quality of the content and experience which 
determines conversion. So these teams do have to work closely together to identify 
problems with customer journeys which are limiting conversion.  
 
Tip 6.  Consider how you reward the acquisition and conversion team members to ensure 
shared ownership of sales goals. 

 

3.3.2  Levels of i nv estment in digital communications  
To assess the relative importance of digital marketing to organisations for customer 
acquisition, in the survey, a question was asked about the proportion of 
communications budget invested in digital communications.  
 
In our 2008 survey, the mean expenditure on digital media channels is approaching 
one quarter (23%) of the total marketing communications budget in they companies 
surveyed. This compares to 11% in the 2005 survey. 
 

This mean figure of 23% is slightly higher than that reported for expenditure on digital 
media by the IAB. The annual UK Internet Advertising Bureau ( www.iabuk.net ) survey 
conducted by PricewaterhouseCoopers full year 2007 estimated digital 

http://www.iabuk.net/
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communications expendit ure at 15.3% of all advertising spend.  
 
We believe there are two main reasons behind the significantly higher reported 
expenditure on E-communications from the E -consultancy research.  
 
First, the E-consultancy sample included many transactional E-commerce sites who are 
advanced E-commerce adopters with a direct return on investment on E -
communications possible because of their online sales capability. Such organisations 
are likely to invest more in e-communications than those whose products cannot be 
directly purchased online.  
 
Secondly, the scope of research and media definitions used in the IAB and E-
consultancy research are different. The IAB research focuses on advertising media 
spend such as that for display ads, sponsorships and paid performance search while the 
E-consultancy research asked about all E-communications which also includes creative 
work for ad formats, plus other e-communications approaches such as search engine 
optimisation and affiliate marketing.  
 
Figure 6 indicates a wide variation in spend on digital communications suggestive of 
differences in market and degree of sophistication in usage of digital channels. The 
increase in expenditure in the top category is evident. 
 

 
Figure 6 Percent of marketing communications budget spent on digital communications   
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3.3.3  Investment in display advertising  
Further insight on the amount of spend in digital media is provided by Table 3 which 
shows percentage of all media spend spent on display advertising by top UK 
advertisers. 
 

Rank  Advertiser  Web spend  
2007 £  

% 
difference  
2006  

% all media  
spend  

1 Personal Loan 
Express 

28,518,265 72.42% 100.00% 

2 eBay 19,801,297 397.10% 55.89% 
3 British Sky 

Broadcasting 
15,784,993 -18.79% 9.89% 

4 Capital One 14,736,009 827.86% 26.04% 
5 Microsoft  14,541,370 -3.04% 51.40% 
6 Orange 13,256,323 25.40% 14.56% 
7 Virgin Money  12,721,738 -31.91% 67.33% 
8 O2 10,428,425 -5.93% 18.64% 
9 Amazon 9,886,489  1977.53% 98.72% 
10 Coi Communications 8,223,507 117.05% 5.12% 
11 BT 7,219,349 8.42% 7.59% 
12 Norwich Union Direct  5,576,901 146.86% 12.42% 
13 American Greetings 5,064,902   100.00% 
14 Bingos Net  4,819,460 1382.56% 100.00% 
15 Eloanshop.com 4,776,526 -26.62% 100.00% 
16 Experian 4,655,478 -71.93% 72.16% 
17 Thomson Tour 

Operators 
4,626,782 510.98% 26.09% 

18 Dell  4,449,013 16.37% 12.59% 
19 Barclays Bank 3,958,180 77.61% 11.01% 
20 William Hill 

Bookmakers 
3,923,853 67.89% 45.05% 

Table 3 Top 20 UK companies investing in  online display advertising, 2007. Source: 
Marketing Magazine 1 

 

Note: Care should be taken in interpreting the data in Table 3, particularly relative 
differences, since data includes online display only, and does not include any o nline 
search, sponsored links or affiliate marketing ï so large increases or decreases are 
not reflective of adjustments in budget between display and these channels as well as 
online and offline.  

                                                   
1
 http://www.brandrepublic.com/Marketing/LeagueTables/795356/Top-100-online-advertisers/  

http://www.brandrepublic.com/Marketing/LeagueTables/795356/Top-100-online-advertisers/


Managing Digital Channels 2008  

Copyright © E -consultancy.com ltd 2008 ï not for distribution to non -subscribers without written permission  30  

3.3.4  The role of traditional media  in influencing use of digita l 
channels  
Figure 5 and Table 3 suggests the continued importance of traditional communications 
tools for driving visitors to the web site.   
 
It will be interesting to see in the future wh ere the optimal investment in digital media 
will be for different markets. For some financial service and travel providers this spend 
exceeds 30%, but perhaps this is approaching the ceiling for an optimal mix? 
 
Most organisations mentioned missed opportun ities for using brand communications 
to drive visitors to the web site.  
 
While most organisations now reference the site URL in offline communications such 
as TV or print ads, leading adopters were more sophisticated ï using different 
campaign elements to highlight the online value proposition (such as discounts, 
redemption codes or value-adds), defining a URL strategy to direct potential customers 
to relevant areas of the site or using campaign specific URLs for microsites or landing 
pages within the site structure.  
 
An example of an integrated campaign focusing on the OVP was the BA óHave you 
clicked yet?ô campaign from 2004.  
 
At that that time, British Airways launched online services which allowed customers to 
take control of the booking process, so combining new services with reduced costs. BA 
decided to develop a specific online ad campaign to create awareness and encourage 
usage of its Online Value Proposition. BAôs UK marketing manager said about the 
objective: 
 

ñBritish Airways is leading the way in innovating technology to simplify our 
customerôs journey through the airport. The role of this campaign was to give a 

strong message about what is now available online, over and above booking tickets.ò 
 
The aim was to develop a campaign that educated and changed the way in which BAôs 
customers behave before, during and after their travel. The campaign focused on the 
key benefits of the new online services ï speed, ease and convenience ï and promoted 
the ability to check in online and print out a boarding pass. The two main target 
audiences were quite different, early-adopters and those who use the web occasionally 
but donôt rely on it. Early-adopters were targeted on sites such as T3.co.uk, 
Newscientist.com and DigitalHomeMag.com. Occasional users were reached through 
ads on sites such as JazzFM.com, Vogue.com and Menshealth.com. 
Traditional media used to deliver the óHave you clicked yet?ô message included print, 
TV and outdoor media. The print ad copy, which details the OVP was: 
 

ñYour computer is now the airport. Check in online, print your own  
boarding pass, choose your seat, change your booking card  

and even find hire cars and hotels. Simple.ò 
 
A range of digital media were also used, including ATMs, outdoor LCD transvision 
screens such as those in London rail stations which included Blue -casting where 
commuters could receive a video on their Bluetooth enabled mobile phone, digital 
escalator panels. More than 650,000 consumers interacted with the ATM screen 
creative. Online ads included overlays and skyscrapers which showed a consumer at his 
computer, printing out a ticket and walking across the screen to the airport.  
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Finally, it is worth noting that the strength of offline communications in uplifting 
online brand awareness can be approximated through monitoring the volume of 
navigational searches . 
 
Tip 7.  Monitor the strength of offline communications in influencing navigational searches 
and referrals for a brand name, brand plus product or URLs 

3.4  Customer  proposition,  experience and 
conversion process  
These activities are often referred to simply as óconversionô, but we prefer a broader 
definition since not all sites focus on conversion and to emphasise review of the 
definition of online products, pricing, merchandising and service which combine to 
make up the online brand or customer experience (CE). 
 
Typically, an effective online customer experience is achieved when the brand 
experience combines the values shown in Figure 7. 
 

  
Figure 7 Key factors in online  customer experience management  

Source: Chaffey et al. (2008)  

 
The conversion or CE team is often described as being responsible for everything after 
the acquisitions team have done their job and the visitor first arrives on the site. Their 
task is to connect visitors with the right product or content and convert as many as 
possible to a desired action (e.g. registration, lead or sale).  
 
But this team is potentially involved in converting and developing the proposition for 
both new and existing customers, so they need to work with both the acquisition and 
retention team. More broadly, this team defines the quality of the customer experience 
and a more favourable experience will naturally lead to more initial and repeat sales. 
 
This team has a diverse range of tasks from content creation and editing including text, 
static images, videos and audio, e-service and ñcustomer decision supportò through to 
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merchandising functions who maximise returns by deciding which content and 
promotions to feature on the home page and landing pages. They will also be involved 
with conversion or experience optimisation using techniques such as AB and 
Multivariate Testing . 
 
This team will need to interact with many other parts of the business such as IT, 
product marketing, logistic s and the contact centre. Relatively few problems were 
reported with performing these activities, rather it was delays in deciding upon and 
implementing new technical solutions that was a frequent complaint, a theme we will 
return to later.  

 

To add a littl e more detail to the activities shown in Figure 2, the main activities 
involved are: 
 

¶ Proposition development ï this involves specifying the online product 
offering. For example, to specify the range of products that will be offered 
online, pricing and promotion. Proposition development is also a key aspect of 
planning and development which involves the overall online channel 
proposition. At an operational level it requires merchandising such as setting 
prices and devising promotion s. 

 

¶ Content creation  ï this involves sourcing the information used to define the 
overall proposition and the copy and images needed for detailed product or 
service information. It also involves populating the content management system 
with the latest updat es to prices and products. In a handful of cases, the E-
commerce team was responsible for managing both online and offline product 
collateral for efficiency reasons. 

 

¶ Content management ï managing the software and database infrastructure 
used to enter, store and update all company and product information displayed 
on the site. With an immaturity in technology for content management, many 
respondents were at some point in a content management initiative to improve 
the way new data was entered into the system or how it is referenced by search 
engines.  
 
Increasingly customers are engaging with digital video and audio content, often 
featured through search engines or within YouTube and increasingly delivered 
by mobile. For example, Comscore reported that in Q1 2008 220 million 
searches resulted in ñuniversal search ò pages such as videos or maps. How to 
manage the increased range of digital assets both on site and syndicated to 
third -party sites will be a major challenge for many businesses. 

  
Tip 8.  Define strategies for ñdigital asset managementò across all forms of media. Tactics for 
ñDigital Asset Optimisationò for search engines and syndication to other sites such as social 
networks will need to be defined.  

 

¶ Merchandising  ï this activity is key for e-retailers, but  the concept can be 
applied to many types of products. Merchandising refers to product 
presentation ï at a basic level, the images and copy used to sell an individual 
product, but more typically applied to displaying groups of products rather than 
just ind ividual products to show complete solutions or alternative products. 
Merchandising can occur through manual coding of relationships between 
products or automated personalisation according to analysis of customer 
preferences and response behaviour. 
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¶ Site u sability and accessibility  ï these are critical to determining the 
customer experience. Many companies had usability, information architecture 
or accessibility experts and were planning or had completed usability and 
accessibility initiatives aimed at impr oving the customer experience and 
ultimately converting more visitors to sale or other desired outcomes.  

 

¶ Design & D evelopment  ï roles and activities include web designers who 
create the page templates for different parts of the site using HTML and 
cascading style sheets; application developers who may use scripting languages 
such as PHP or ASP or web services development using Java or .Net and 
database developers who create structures and data access routines to create 
and update customer and product information. This is closely related to content 
management since an application developer working on a personalisation 
project will also need to work with the content management system. 

 

¶ Customer service  ï this requires managing inbound customer enquiries 
made by web visits, phone or e-mail either during sale or after sale (returns). 
Tools can be provided to facilitate web self -service  through using a web 
knowledgebase to answer frequently asked questions, virtual sales agents, live 
chat, call-back or co-browsing. In the case of real-time chat and call-back 
systems a real person familiar with the web site provides advice. 

 
E-service delivery was not remarked upon as a particular problem, but some E-
commerce managers mentioned they felt there was potential for better integrating 
personal advice from staff through techniques such as real-time chat (e.g. LivePerson) 
or co-browsing. Clear multi -channel strategies for directing customers  to the most 
appropriate channel for them, their stage in the buying process and organisation are 
needed (óright-channellingô). 
 
Tip 9.  Use feedback from customer service on priorities for improvement.  

 
Another respondent emphasised the importance of interfacing with front -line customer 
facing functions. He said: ñYou need advocates not enemies. Customer service often 
face grief generated by failings in digital execution. Donôt start a war, but tap into 
feedback and work out how to leverage it and feedback to them. Involve customer 
service at start of campaign and closure reviews ò. 
 

3.4.1  Attributin g offline conversion  
Amongst the interviewees, offline conversion through phone or store activity was often 
managed by a separate team in a contact centre or sales operation. 
 
This is potentially a problem since the success of the digital channel should also be 
measured by its effect in influencing offline sales by phone or in-store. But sometimes 
this is poorly tracked or the digital staff are not rewarded for offline conversions, so will 
not make this obvious.  
 
Furthermore conversion rates may be higher through these offline channels (albeit at 
higher service costs), so if members of the digital teams are also judged upon offline 
sales they are likely to promote these channels more effectively. 
 

Key recommendation 7.  Consider the cost-effectiveness of driving web visitors to offline 
customer touchpoints which may be more effective in converting customers to lead or sale than 
online channels. 
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One relatively simple tactic to help in attributing offline leads or sales influenced by a 
website is through the use of unique web phone numbers. 
 
Tip 10.  Use web-specific phone numbers to help track the influence of web use on leads and 
sales. 

 
Such unique numbers can also be used to track back to referring sources if they are 
dynamically allocated to visitors dependent on source, so different paid search 
campaigns can have different phone numbers as can affiliate marketing. 
 
Another approach is to provide click -to-call or click-to-chat options, but to avoid the 
costs, only when a visitor is at an advanced stage of consideration or intent, e.g. on a 
detailed product information page, in an application process or where the dwell time 
and page usage suggests they are confused. 
 
Tip 11.  Provide call-back options or chat options for higher intent or more engaged visitors.  

3.5  Customer retention & growth process:  
Organisations with a planned, well -resourced approach to retention marketing 
appeared less common than those with a planned, well-resourced approach to 
acquisition.  
 
For example, while many mentioned responsibilities for web analytics, few mentioned 
responsibilities for management and analysis of customer data.  
 
However, in some cases, these activities were completed elsewhere in the organisation, 
for example in direct marketing teams which may be a suitable method for gaining the 
resource. One organisation also had specific responsibilities for this at board-level 
having a óHead of customer strategy and information ô. 
 

Key recommendation 8.  Ensure sufficient resources are assigned to retention marketing 
activities. 

 

Clearly, the main focus of these activities is keeping customers buying ï in particular 
moving from the first purchase to repeated purchases and achieving customer 
extension through increasing the depth or range of products that a customer purchases 
from a company (up-selling and cross-selling).  
 
In the context of di gital marketing, retention also refers to encouraging customers to 
keep using online channels ï for example, many customers may trial an online banking 
service, but then revert to their traditional behaviour of using branch or phone.  
 
So management of the retention activities shown in Figure 2 should include 
proposition development . Retention requires development of a distinct online 
proposition which extends the core proposition, by emphasising why customers should 
continue purchasing and using the online channels. This will be most effective if it 
integrates with the acquisition proposition (another variant of OVP).  
 
For example, Virgin Wines encourage customers to sign-up to a personalised 
recommendation service with a discount against future purchases at the point of the 
first  transaction.  
 
Retention activity involves encouraging continued use and reactivation when users 
lapse. For companies for which transactional e-commerce is not appropriate, retention 
online involves provid ing value to customers through relevant information, services or 
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experiences which help them live their lives or support their work.  
 

Tip 12.  Undertake evaluation and visualisation of long -term engagement of customers with 
digital channels through techniques such as RFM analysis. 

 

Assessing the repeated usage of different online services by different customer groups 
through the use of techniques such as RFM (Recency, Frequency, Monetary) value 
analysis is essential to this, but often web analytics tools fail to provide this type of 
support.  
 
One example, of a useful analysis is shown in Figure 8. Hurdle rates are a useful metric 
for evaluating and improving on usage of services, for example, 30% of registered users 
have used our online transaction history / payment / community area within a 90 day 
period (90 day active). 
 

 
Figure 8  Recency -Frequency analysis overlaid showing usage of different online services at 

Magicalia. Source: E -consultancy Online Marketing Mas terclass, 2005.  
 
 

Understanding the relationships between the drivers of customer satisfaction, loyalty 
and advocacy is an important part of retention marketing. Figure 9 shows the 
importance of measuring the satisfaction gap using the tools mentioned in Table 4.  
 
Some respondents mentioned using continuous online surveys to assess satisfaction 
and advocacy in a structured way, while others recruited panels of users they would 
refer new concepts to or evaluate specific web services such as the quality of the 
community.  
 
Key recommendation 9.  Develop a strategy and a continuous process for understanding 
levels of customer satisfaction, loyalty and advocacy and their enablers. 

 
As well as Reichelds book, which we cover in the next section, we recommend ñThe 
Satisfied Customerò by Claes Fornell who is the founder of the University of Michiganôs 
ñAmerican Customer Satisfaction Indexò as further reading on implementing 
programmes to assess and improve customer satisfaction. 
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Figure  9 Enablers of customer satisfaction  

3.5.1  Net Promoter Score (NPS)  
Net Promoter Score (NPS)2 is a measure of advocacy originally popularized by 
Reichheld (2006) in his book ñthe Ultimate Questionò (which is essentially ñwould you 
recommend us?ò). The aim is to work out techniques to maximize this NPS. Reichheld 
explains the main process for NPS as follows: 
 

1. Systematically categorize customers into promoters, passives, or detractors. 
If you prefer, you can call them loyal advocates, fa ir -weather friends, and 
adversaries.  
 
2. Creating closed-loop processes so that the right employees will directly 
investigate the root causes that drive customers into these categories. 
 
3. Making the creation of more promoters and fewer detractors a top p riority so 
employees up and down the organization take actions based on their findings 
from these root -cause investigations. 

 
The methodology of NPS has been questioned, but few would argue itôs merits in 
promoting the importance of analysis of customer advocacy and itôs drivers. 

                                                   
2
 http://www.davechaffey.com/Internet-Marketing/C8-Communications/E-tools/Online-PR/online-

net-promoter-score  

http://www.davechaffey.com/Internet-Marketing/C8-Communications/E-tools/Online-PR/online-net-promoter-score
http://www.davechaffey.com/Internet-Marketing/C8-Communications/E-tools/Online-PR/online-net-promoter-score
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3.5.2  ñRight Touchingò 
 

All forms of outbound direct communications  are important to retention 
including potentially telesales, SMS messaging, direct-mail, inserts with deliveries and 
e-mail marketing. This is because direct, personalised prompts which demonstrate the 
value of repeat purchase and drive visitors to web are much more effective than simply 
hoping for visitors to return.  
 
Given the difficulty in achieving customer engagement with the increase in media 
fragmentation and the development of high attention media such as social networks, 
the need for developing a structured approach to communicating with customers across 
the lifecycle has become more urgent. 
 
For us, ñright touchingò is a key part of digital strategy that is often not in place because 
it is not identified as a priority or is difficult to implement across organisational silos.  
 
Key recommendation 10.  Refine your approach to ñright touchingò to build and refine 
and integrated multi -channel touch or contact strategy which delivers customised 
communications to consumers across the customer lifecycle by search ads, behavioural 
targeting, web recommendations and promotions and email or mobile messaging. 

 
Potentially, every customer interaction or response to a communication should be 
followed up by a series of relevant communications delivered by the right combinations 
of channel (web, email, phone, direct mail) to elicit a response or further dialogue.  
 
This is contextual marketing, where the aim is to deliver relevant messages which fit 
the current context of what the customer is interested in according to the searches they 
have performed, the type of content they have viewed or the products they have 
recently purchased. 
 
Right touching also gives the potential for cost savings, since customers that prefer, or 
are more responsive to web communications can be upweighted with email and 
downweighted with more costly direct mail or phone  
 
Tip 13.  Use ñright-channellingò to prioritise lower-cost digital communications to customers 
who express a preference or where this is more effective on an evaluation of cost against 
responsiveness at an individual level. 

 
Right Touching can be summarised as:  

 
A Multichannel Communications Strategy  

Customised  for Individual Prospects and Customers forming segments 
Across a defined customer lifecycle  

Whiché 
Delivers the Right Message  

Featuring the Right Value Proposition  (product, service or experience) 
With the Right Tone  

At the Right Time or context 
With the Right Frequency and Interval  

Using the Right Media / Communica tions channels  
To achieveé 

Right balance of value between both parties  
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A contact policy should be developed to manage and control communications such they 
are at an acceptable level. The contact strategy should indicate the following: 
 

1. Frequency  (e.g. minimum once per quarter and maximum once per month).  
 
2.  Interval  (e.g. there must be a gap of at least one week or one month 
between communications).  
 
3.  Content and offers  (we may want to limit or achieve a certain number of 
prize draws or informat ion-led offers).  
 
4. Links between online communications and offline 
communications.  
 
5. A control strategy  (a mechanism to make sure these guidelines are 
adhered to, for example using a single ófocal pointô for checking all 
communications before creation dispatch). 

 
In the authorôs experience, a common issue with ñright touchingò is the lack of 
refinement in automated online customer communications such as triggered email 
marketing targeting customers at different points in the customer lifecycle. Often 
automated customer communications are limited to basic auto responses or abandoned 
shopping cart email marketing. But if resource and time is devoted to setting up these 
communications rather than specific campaign emails, this can give relevant, 
responsive communications in the context of the customers position in their 
relationship / lifecycle with the company.  
 
Once these automated campaigns are created and refined, they will be highly cost-
effective and present unified brand communications.  
 

So, email marketing  is very important to retention since it can provide low -cost, 
personalised communications which target individualsô specific behaviour and needs. 
For e-mail marketing to be effective, it requires the right tools and analysis of customer 
purchasing and communications preferences. This is a challenge since it requires 
integration of customer behaviour data including web site clickstreams, e-mail 
response patterns and transactional data. It also requires analysis of this data to find 
related products (next-best products) and efforts to devise appropriate campaigns 
suitable for different behaviour types.  
 
This is touch strategy definition and execution  which will define a ppropriate 
combinations of timing, targeting, product and promotional offers and creative for 
outbound communications including e -mail, direct mail and telesales. With careful 
analysis and definition of touch strategy, automated event -triggered messaging  
can be created to encourage continued purchase. For example, Tesco.com have a touch 
strategy which includes a sequence of follow-up communications triggered after 
different events in the customer lifecycle.  
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In the example given below, communications after event 1 are intended to achieve the 
objective of converting a web site visitor to action; communications after event 2 are 
intended to move the customer from a first time purchaser to a regular purchaser and 
for event 3 to reactivate lapsed purchasers. 
 

Trigger event 1: Customer first registers on site (but does not buy).  

¶ Auto-response (AR) 1: 2 days after registration e-mail sent offering phone 
assistance and £5 discount off first purchase to encourage trial. 
 

Trigger event 2: Customer first purchases online.  

¶ AR1: Immediate order confirmation  

¶ AR2: 5 days after purchase e-mail sent with link to online customer satisfaction 
survey asking about quality of service from driver and picker (e.g. item quality 
and substitutions).  

¶ AR3: Two-weeks after first purchase - Direct mail offering tips on how to use 
service and £5 discount on next purchases intended to encourage re-use of 
online services. 

¶ AR4: Generic monthly e-newsletter with online exclusive offers encouraging 
cross-selling 

¶ AR5: Bi-weekly alert with personalised offers for customer. 

¶ AR6: After 2 months - £5 discount for next shop 

¶ AR7: Quarterly mailing of coupons encouraging repeat sales and cross-sales 
 

Trigger event 3: Customer does not purchase for an extended period  

¶ AR1: Dormancy detected ï Reactivation e-mail with survey of how the customer 
is finding the service (to identify any p roblems) and a £5 incentive. 

¶ AR2: A further discount incentive is used in order to encourage continued usage 
to shop after the first shop after a break. 

 
Tip 14.  Other retention operating processes include personalisation of content and e-mail and 
loyalty programm es. The success of these activities are highly dependent on customer insight. 
Alternative insight sources are described in the next section.  

 
In another example, bank First Direct has a graduated 6 month welcome programme 
using online account messaging, email, SMS, direct mail and phone. 
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3.5.3  Operational support functions across acquisition, 
conversion and retention  
Here, resources are allocated to support activities involved with managing the whole 
customer lifecycle.  
 
Common support processes for retention marketing are:  
 

¶ Project management for creation of new web functionality . 
 

¶ Performance improvement including standard reporting of performance in 
dashboards using web analytics, business intelligence systems and commercial 
analysis providing Management Inf ormation (MI) . 
 

¶ Providing a service for refining landing pages and customer journeys through 
marketing experiments including AB and multivariate testing . 
 

¶ Design guidelines and operating procedures such as the review process for 
publishing new content or t riggers for when content updates were required. 
Introducing such organisation -wide guidelines were mentioned as being 
important in achieving participation by other areas of the organisation in 
owning and managing content, particularly where they were part of changes to 
company-wide branding policy.  
 

¶ Managing the technical infrastructure including hosting in order to deliver the 
right service levels, experienced by customers as site performance and 
availability. In some cases, the E-commerce team was also responsible for 
managing the intranet to facilitate internal communications, in others this was a 
function of IT. While intranet management seems a natural fit, the companies 
responsible for this generally reported that it negatively impacted their ability t o 
deliver customer-facing services due to insufficient resources to manage both. 
 

3.5.4  Management processes  
The management processes performed by the E-commerce manager and their 
colleagues are also summarised in Figure 2. These divide into:  
 

¶ Analysis and planning activities  are involved with developing the E-
commerce strategy and producing annual plans and budgets. 
 

¶ Managing relationships  are another key role for the E-commerce manager 
and their team members. These include relationships interfacing with four key 
areas in the business: 
 

1. The senior management team. 
2. Marketing and corporate communications.  
3. Information Technology.  
4. External suppliers including agencies, software and service providers. 

 
Managing these interfaces with other parts of the organisation is a major challenge for 
the E-commerce manager, but also is significant to the successful adoption of E-
commerce. 
 
We will look at the detailed issues of managing these interfaces and best practice in 
more detail in the l ast section of this report. 
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3.6  Riding the digital marketing wave  
Digital marketing is one of the fastest developing areas of marketing. Across many 
markets, benefits can occur through reviewing the potential of innovation in digital 
technologies and how they impact customer behaviour and online engagement. 
 
But in many cases, businesses arenôt sufficiently agile to take advantage of these new 
benefits. This was a frustration voiced by many interviewees. The frustration was 
caused by many factors, but prioritisation of internal IT resources on other company 
initiatives or the lack of flexibility in identifying budget for innovation were common 
complaints.  
 
Key recommendation 11.  Digital marketers should review their approach to strategic 
agility within their organisation to assess how  they can leverage new concepts 

 
In this section, we will look at four examples of significant trends in digital marketing 
that are vital to review for success in managing digital channels: 
 

1. Customer-centricity and customer insight  
2. Customer engagement 
3. Digital marketing optimisation  
4. Web 2.0 and Web x.0 including customer participation and conversations  

 
In a little while weôll talk in more detail on strategic agility and also provide you with an 
overview of agile web services development approaches. 
 
You also need to make sure you communicate the significance of these trends to 
colleagues who are less digitally savvy. A recommended reading for this is the Booz 
Allen Hamilton Report, HD Marketing 2010:. Sharpening the Conversation . The Team 
and Tools You Need to Market in an ñIncreasingly Digitally Savvy Worldò3.  
 
Some of the main trends identified are:  

¶ Marketing as Conversation . Listen, facilitate and create advocacy. 
 

¶ Media: The new creative . Marketing message distribution (timing, context and 
relevance) is as important as creative execution [not new, but more 
opportunities to deliver timing, context and relevance online] . 
 

¶ Marketing + Math . Data quality, quantity and accessibility have brought math 
to marketing. New digital tools, predictive mode ls and behavioural targeting 
will turn insight into foresight.  
 

¶ Mind the Gap . Is marketing spending in digital media commensurate with 
consumer media consumption. 
 

¶ The ñDigitally savvyò organisation. Technology without  an aligned 
organization, the right ta lent and a progressive culture are inadequate. 
Functional skills are rising to the level of brand strategy.  
 

¶ The network effect . Partnerships and collaboration among agencies, media 
companies and marketers will grow in number and depth. New players will 
assume important roles and continue to reshape the value chain. 

 

                                                   
3
 http://www.boozallen.com/media/file/HD_Marketing_2010_v2.pdf  

http://www.boozallen.com/media/file/HD_Marketing_2010_v2.pdf
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Here are some practical examples of how one company, Dell, has applied recent 
advances in digital technology options to improve the customer experience and deliver 
better business results (Figure 10). 
 

 
Figure 10 Dell UK product consideration  

 
Approaches used by Dell described in a 2007 E-consultancy Masterclass presentation 
by Angus Cormie of Dell EMEA include: 
 

¶ Use of tabbed design to enable detailed review of product offering  
 

¶ Interactive product demonstrator (Closer look)  
 

¶ Interactive configurator (Customise)  
 

¶ Customer interaction and feedback through detailed ratings (Write a review) 
and the independent Ideastorm site where visitors can suggest new features. 
 

¶ Social bookmarking (Share this Product) 
 

¶ Use of digital video for support and promotion (Direct to Dell YouTube blog 
http://www.youtube.com/user/DellVlog)  
 

¶ Interactive support at d eeper levels in site (Click to Call, Click to Email) 
 

¶ Multivariate and AB Testing experiments to determine optimal balance of 
product -price-promotion (óReal-estate optimisation)  
 

¶ Customer feedback on experience through iPerceptions satisfaction surveys 
 

¶ Multichannel alignment through ñAs Advertisedò feature, E-value code product 
locators, landing pages and  creative consistency 


