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The battle for consumer attention is on, and the battlefield is more 
fragmented, chaotic, and  overwhelming  than ever before. Market 
research firm Yankelovich estimates that a resident of an urban area in 
the U.S. now sees more than 5,000 advertising messages per day.1 As 
a vice president of marketing of a Fortune 500 technology company 
told me recently: “We are now 100% focused on content ideas that blend 
paid, earned, and owned channels. Our biggest challenge isn’t figuring 
out where to place ads; it’s how we stay relevant and engaging in such a 
fragmented environment.”

So, how are chief marketing officers (CMOs) reacting to this? Well, it 
might seem counterintuitive, but even in 2013 digital marketing and 
customer-centric content strategies still make up only a fraction of the 
enterprise marketing effort. Yes, most agree that marketing must change 
in order to successfully deliver customer-centric systems of engagement. 
But unlike most previous market transitions, it’s unclear what the new 
model must evolve into. 

To be clear, this is not because CMOs are unaware or resistant to change. 
It’s precisely the change itself, coming after the last six years of economic 
uncertainty and a “do more with less” environment, that has them back 
on their heels as they look to fundamentally transform their operating 
model.

As we enter into a new era of the importance of continual customer 
engagement, the CMO must begin to add systems that not only manage 
this engagement but also embrace the rapidly shifting and expanding 
environments in which consumers want to interact. There are three ideas 
that can lay a foundation to successfully achieve this goal:

• De-silo the content process. Many marketing organizations 
are siloed, even within themselves. In many cases, these silos 
are creating isolated instances of relevant digital content 
experiences. Thus, while the business is unsuccessful at creating 

Executive Summary

http://www.nytimes.com/2007/01/15/business/media/15everywhere.html?pagewanted=all&_r=0
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holistic “systems of engagement,” one might say they have 
been able to create “pockets of engagement” through new and 
creative experimentation. Efforts to de-silo the content process 
(outside efforts to actually de-silo the organizational model) are 
uncovering valuable and unique methods for connecting and 
scaling these pockets of engagement into systemic processes. 

• Deliver contextual content as well as experiences. As CMOs 
integrate content as a more unifying force managed by singular 
or multiple systems, context should become the overriding 
focus to drive more optimal experiences. Any process that 
helps the marketer deliver more contextually relevant content 
to the consumer is valuable. This includes enabling the teams 
to access real-life interaction with consumers. Ultimately, this is 
both the work of understanding audience personas and utilizing 
technology to help optimize the experience; work on personas 
optimizes the ability to create the relevant content consumed 
within those experiences. 

• Embrace the chaos. It is the engagement that’s important; the 
systems can come with time. Today, most marketers still use 
customer data as “proof points” to show how more transactions 
were created instead of as a source of insight into generating 
higher-quality attention, deeper interest, engagement, and a more 
passionate brand evangelism. To fully move beyond this, the 
CMO must make a physical and virtual space in which creative 
ideas can be shaped and shared. It requires a repeatable operating 
model, but also one that allows chaotic and disruptive change to 
be an integral part. 
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Here’s an inconvenient truth: The budget for digital 
marketing is still less than a third that of its analog 
counterpart. According to Gartner’s 2013 Marketing 
Spending Survey, only 25% of the CMO’s budget is 
going toward digital. And of that, the company itself is 
only performing half of the functions. The other half is 
outsourced to agencies.2  

But can this be true? It seems as if marketers 
everywhere are inundated with the notion that the 
CMO’s most important mandate these days is to create 
compelling digital content experiences for consumers, 
all of it powered by digital marketing and promotion. 
But apparently it’s only a quarter of the budget, and the 
organization only insources half of that. So what’s the 
problem?

Some have suggested that one challenge is that it’s a 
cultural mismatch and a function of a new generation. 
Jake Sorofman recently wrote in Harvard Business 
Review:

“First, there is a digital disconnect in the executive 
ranks, a leadership vacuum created by a mismatch 
between expertise and authority. ... [Digital] has 

taken hold from the bottom up. Here, we find digital 
natives steeped in digital culture and practice…  But 
today’s CMO is different: The corporate attire may be 
gone, but the assimilation to the new digital culture is 
incomplete.”

This point of view suggests, however, that the CMO is 
actually reluctant to change. It implies that leadership 
is disconnected from the importance of digital content. 
But on this point, my colleagues at DCG and I cannot 
agree. We concur that the digital change is more 
of a grassroots effort, being driven by rank-and-file 
practitioners. But the challenge is to not force old, 
stodgy C-level executives to button up their cravats, 
down their snifter of brandy Don Draper style, and “get 
with the times.”  

Rather, our experience with the leadership in marketing 
organizations with which we frequently work is that 
the barrier is the fundamental change itself, coming 
directly on the heels of six years of the mandate to 
“do more with less.” It is the pressure of executing fast 
and chaotic change while simultaneously delivering 
increasingly profitable, data-driven results that is the 
true challenge.

It’s No Longer About More

“ In a recent 2013 Marketing Salary Survey, more than 50% of 

marketers said that they were not at all equipped to handle 

new trends in marketing technology. ”

http://www.gartner.com/technology/research/digital-marketing/digital-marketing-spend.jsp?prm=gml-dms-a
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challenge. CMOs are positive that creating customer-
centric digital experiences is a good idea — they just 
have no idea how they’re going to pull it off.

Business Technology Doesn’t Pull 
Customers Forward

At DCG, we work every day with large enterprises 
to match them with technologies and services. In 
almost every case, the marketing leaders at these 
companies are simply navigating this chaos as best 
they can. They’re working fast and furious at managing 
change both internally and externally. And they are, 
quite literally, throwing technology at the challenge. 
Today’s Global 5000 marketing department measures 
successful engagement using parts of no fewer than 
five or six analytics systems. They manage some 
web properties in a blogging platform and others 
in an enterprise web content management (WCM) 
system. They run beta versions of one social media 
management tool next to enterprise deployments of 
another and try and tie all the optimization together in 
a marketing automation system. 

This is the key. Unlike consumer-focused technologies, 
business technology (except in rare instances) never 
pulls customers forward into new paradigms of 
thinking. Enterprise marketing is moving as fast as it 
can and patching over existing tools with anything that 
fits the bill. In many cases, unable or unwilling to wait 
for IT governance, many are circumventing the CIO’s 
office and deploying “prosumer” applications.

This anecdotal evidence is supported by a study just 
conducted by Accenture Interactive titled Turbulence 
for the CMO. 3 In the introduction to this report, the 
authors write that chaotic change:

“Is the new normal for chief marketing officers. . . .CMOs 
are struggling to keep pace with competing business 
demands, proliferating channels and partners, and 
a disconnect between the talent they have and the 
capabilities they need.”

The study found that a full 70% of these CMOs feel 
like they are on the clock to deliver results, generally 
feeling they have less than five years to completely 
change their operating model. Accenture also found 
that despite the enormous investments in technology 
and outsourced services, four out of ten CMOs still say 
they are not at all prepared to meet their objectives.  

Another study conducted by Aquent and the 
American Marketing Association substantiates these 
findings. In a recent 2013 Marketing Salary Survey, 
more than 50% of marketers said that they were not 
at all equipped to handle new trends in marketing 
technology. And a similar number (53%) don’t feel like 
they have the right people on board to deliver results.4  
But then, somewhat ironically, almost 70% in the 
Aquent study said that they were “very confident” that 
creating these customer-centric experiences would 
and could “positively impact the organization.”

So, no, it’s not a reticence to change. It’s the chaotic 
nature of the change itself that is the source of the 

http://www.accenture.com/SiteCollectionDocuments/PDF/Accenture-CMO-Insights-Report-PDF.pdf
http://www.aquent.com/blog/2013-aquent-ama-marketing-salary-survey-reveals-some-surprises
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Is it any wonder that Gartner says the “CMO will spend 
more on technology than the CIO”? 5  Marketers are 
up to their eyeballs in technology that, candidly, means 
nothing to them.

But here lies the opportunity for both the enterprise 
marketer and the technology solution providers who 
can help to facilitate the change. At the heart of this 
chaos lies an opportunity to use adaptive and flexible 
management of content to create a range of dynamic 
and contextual consumer experiences.  

As the savvy CMO builds a model to accommodate 
chaotic change, content and context can be a 
unifying force to help the CMO discover systems of 
engagement and the right technology solutions that 
can then help manage it.

http://my.gartner.com/portal/server.pt?open=512&objID=202&mode=2&PageID=5553&resId=1871515&ref=Webinar-Calendar
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Content, Context, and Chaos
The challenge, and one of the primary reasons the 
marketing process is so disrupted, is that for the 
last half dozen years, most large enterprises have 
responded to the multichannel challenge by throwing 
teams at it. The average midsized or large organization 
now has an e-business team, a customer relationship 
management team, a web team, product marketing 
teams, social engagement teams, and sales enablement 
teams all creating, fighting, and horse trading to sort out 
how content can or should be used more effectively. 

In their recent report, Organizing for Content, Altimeter 
Group analyst Rebecca Lieb speaks to the siloed nature 
of marketing. “This fragmented approach leads to 
inconsistent messaging; huge variations in voice, tone, 
brand, and messaging; and an inconsistent customer 
experience.”

At DCG, we agree, and would add that most rank-and-
file marketing practitioners are actually more frustrated 
with the process than they are with the content or the 
people creating it. The result is that most businesses 
are creating only isolated instances of relevant digital 
content experiences. Thus, while they are unsuccessful 
at creating “systems of engagement,” we might say they 
have been able to create pockets of engagement.

Content as a Centralizing Force

There is little doubt as to the power that adept creation 
and management of content has as a force in today’s 
marketing strategy. In their most recent 2013 Content 
Marketing Benchmarks Study, the Content Marketing 
Institute and MarketingProfs found that more than 
90% of business-to-business (B2B) marketers and 85% 
of business-to-consumer marketers were deploying 
the practice of content marketing to drive business 
results.6 

At its heart, content marketing is an approach to a 
customer-centric engagement strategy. A well-spun 
content process is not only effective at creating greater 
awareness, more engaged leads, and a higher close 
rate, but also more effective retention, higher Net 
Promoter scores, and the creation of brand evangelists. 
The opportunity is for content to touch every part of 
the consumer’s experience with a brand. 

This is important to understand because as the 
CMO manages the chaotic disruption of digital, the 
approach of using content as a centralizing force can 
help ground the creation of customer-centric systems 
of engagement.

“ Most rank-and-file marketing practitioners are actually 

more frustrated with the process than they are with the 

content or the people creating it.  ”

http://contentmarketinginstitute.com/wp-content/uploads/2012/11/b2bresearch2013cmi-121023151728-phpapp01-1.pdf
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on how to drive enterprise-wide, customer-centric 
content experiences and how they show true return on 
investment.

Context: The experience and content 
delivery imperative 

In Digital Clarity Group workshops, we often present 
this graphic about how businesses are currently buying 
content management and digital experience software. 
(See Figure 1 .) 

As stated previously, many marketing groups in large 
enterprises are still siloed and only focused on their 
own needs, and most have not embraced the chaotic 
change or figured out how to align the process. So, most 
are entirely unready for all the capabilities that today’s 
web content management systems can actually deploy. 
Therefore, it shouldn’t really be a surprise that the 
average company has so much overlapping technology. 
Most have no idea what to do with what they have.

As my colleague Tim Walters has said:

“Whatever three letters you use to name it – WCM, 
WEM, WXM, CXM, CEM, or WTF – the time has come 
for a fundamental paradigm shift in how we envision 
and talk about relating to customers and prospects via 
digital assets, and most importantly, how we organize to 
make it happen.” 7  

So how do marketers really prepare for actually 
delivering the content that is contextually relevant to 
users in their experiential journey? 

This is where we find that content and a strategy 
to de-silo that process can be a unifying force. Of 
the successful businesses that are using content 
cohesively across the customer’s journey, many are 
simply finding the appropriate model for connecting 
and scaling these pockets of engagement, as opposed 
to forcefully constructing it. 

Enterprises that take this seriously allow their 
marketing groups to experiment widely. Traditional 
marketing roles are then modified, new roles are 
created, and processes that start out as “pockets” of 
excellence are codified and connected to the larger 
institution later. 

For example, the web marketing team may be using 
an existing web content management suite, aligning 
consumer experiences to an editorial calendar, and 
working directly with the sales enablement team 
to align those experiences for leads. But the social 
team may have no idea this is going on and may use 
entirely different tool sets to manage the blog and 
social channels. By establishing the WCM process as a 
pocket of excellence, the social team can work to start 
integrating more intricately with where they lie on the 
customer’s journey and modify their processes and 
roles accordingly.    

The “find your way” method may be chaotic, but it can 
be a very productive way to naturally get to a process 
that scales across the organization. Once enough 
pockets become systems of engagement, a content 
center of excellence can be created. This organization 
(whether virtual or physical) can then solely focus 

http://www.digitalclaritygroup.com/blog/digital-pulse-digital-disruption/?utm_source=rss&utm_medium=rss&utm_campaign=digital-pulse-digital-disruption


Content, Context and Chaos  |  Digital Clarity Group 9

In short: Technology optimizes the experience. 
Understanding personas helps marketers to create 
and optimize the content.

IBM’s recent study of 1,700 chief marketing officers 
worldwide found that one of the biggest challenges 
for CMOs was developing an organization that 
understands today’s empowered consumer. “At least 
80% of CMOs are still solely depending on market 
research and competitive benchmarking to make 
strategic decisions.  Similarly, more than 60% rely on 
sales, campaign analysis, and the like.” 8  

The challenge is that data in aggregate will not provide 
the deeper insight into individual consumer needs and 
will render any technology deployed ineffective at best. 

In our experience, one key is a combination of two 
elements:

1. Persona work. Understand the consumer, their 
needs, and why they care about the brand at 
different engagement points and across channels. 
This helps the marketing team determine what 
content to create, which content to repurpose, and 
which channels are most effective for what goal. 

2. Experience optimization. Using technology and 
customer data, marketer’s can now acquire the 
intelligence to automatically deliver optimized 
experiences to consumers across relevant 
engagement points and channels.

What Our CMS
Doesn’t Currently

Do

The reason we purchased the
technology.

What we don’t
understand.

We’ll wait for
phase 2 on this

Our
Wish
List

Vendor
New Features

Figure 1

Rationalizations Of Content Technology Acquisition 

http://public.dhe.ibm.com/common/ssi/ecm/en/gbe03419usen/GBE03419USEN.PDF
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relevant content to the consumer is valuable. This 
includes, of course, enabling the teams to access real-
life interaction with consumers so that they themselves 
can develop those relationships.

Then, marketers can use technology to optimize the 
experience and automatically display the valuable 
content they create. This is the simple answer to the 
more complex question of how to deliver the right 
content to the right audience at the right time.

We’ve developed one model that marketers might 
use as a starting point to examine how the one-to-one 
insight developed in persona work combines with 
the technology and data acquisition of experience 
management to begin building customer-centric 
systems of engagement. (See Figure 2 .)  

Savvy organizations are pursuing the rigorous and 
ongoing work of developing fully rounded and in-
depth personas. The IBM study notes:

“New digital data sources can provide crucial 
insights into how customers and influencers think and 
behave. But to scale this effectively, organizations 
need to consider building fundamentally different 
relationships. They need to enable employees to 
directly engage with customers and provide customers 
and other constituents the ability to help one another.” 9

 
As CMOs begin to integrate content as a unifying 
force to creating systems of engagement, the flow of 
that content that is managed by singular or multiple 
systems should all focus on context as the optimal 
strategy to drive customer experiences. Any process 
that helps the marketer deliver more contextually 

AMBIENT

EXPERIENCE

IMPLICIT EXPLICIT

DATA

CONTENT

DATADATA

INSIGHT

EMPATHY INTIMACY

Figure 2

How about Contextual Model For Understanding Customer Experiences

http://www.accenture.com/SiteCollectionDocuments/PDF/Accenture-CMO-Insights-Report-PDF.pdf
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empathic level. They must be able to identify 
and express the consumer’s goals, aspirations, 
and/or feelings to deliver deeper levels of 
relevant content. For example, by working with 
customers, the team may understand that many 
times, consumers arrive at the site from social 
media properties because they are frustrated 
with the product. Or the team may learn that 
when consumers search “price comparison” 
on the website, they are actually looking for 
specific costs of differing products, not an 
argument for why all the brand’s products 
deliver the best ROI.

• Explicit context. This is the information 
that has been expressly delivered to us by a 
potential or existing customer and enables 
us to deliver experiences and content that are 
theoretically the most relevant. It is information 
that the marketer can, from a technological 
perspective, utilize to exclusively deliver a 
more personalized experience. For example, 
an existing customer may explicitly choose a 
preference for a particular type of content over 
another. The technology can help to prioritize 
access to that content throughout the context of 
the site and deprecate access to shopping CTAs 
(since they’re already a customer).  
 
When intimacy is achieved, the marketer 
understands and anticipates the persona’s 
preferences without explicit instructions. 
These audiences may not want that content 
prioritized or even want shopping features to be 
deprecated. Or perhaps they want this situation 
only through their mobile or social experiences.    

There are three ways to deliver more context given 
how we acquire the information used to deliver it:

• Ambient context. This is the information that 
we can derive and therefore use for experience 
and content delivery without having to know 
anything about the audience at all. For example, 
from a technology standpoint, marketers 
can use systems to acquire data that can 
automatically optimize the digital experience 
based on browser type or device, or from such 
third-party data sets as weather. But then, to 
deliver optimized, more contextual content, 
the marketer might use insight derived from 
research and the persona work to understand 
that they should prioritize location-centric 
information (e.g., store-finders) in the mobile 
interface and more experiential content to the 
large-screen (i.e., not mobile) visitor. 

• Implicit context. This is information the 
marketer can deduce from observing behavior, 
although it falls short of specifying the 
individual or their preferences. For example, 
from a technology perspective, the team can 
track behavior on a website and begin to 
optimize experiences based on a series of 
clicks. As the visitor clicks on more content in 
a particular category, certain preferences are 
implied. The technology can start optimizing 
more content in that same category, or the 
technology may prioritize certain calls to action 
(CTAs) based on a specific search term. But to 
get to deeper levels of context, the marketer 
must understand the audience at more 

The Fundamental Content Challenges For Experience Management
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Focus on Engagement – Not the 
Systems

Beth Comstock, the CMO at GE, recently wrote: 

“In business, we delegate what is uncomfortable. 
Process makes us comfortable, organized, and scalable, 
but do we need to pit it against creativity?  People 
can be united around a shared goal and individually 
encouraged to find ways to get there. 

This requires mental and physical space for ideas to 
be shaped, shared, iterated, stomped to smithereens, 
and reiterated. Yes, it requires process – guardrails and 
varying degrees of discipline to channel the chaos and 
discomfort that is the creative journey. 

But to create is to be human, and I’m assured no robot 
can do this anytime soon – we’re too brilliant.” 10 

Many content driven marketing strategies are still far 
too focused on selling instead of engagement. As the 
IBM study found, more than two-thirds of the use of 
any customer data is focused on transactions rather 
than building relationships.11 

Of course, true and deep contextualized systems of 
engagement are where the marketing team deploys 
all three of these techniques to deliver optimized 
experiences from the top of the funnel to the bottom. 
The savvy organization optimizes content when 
the consumer is unknown and narrows down the 
experience and content as more and more is known, 
and as they get permission to develop a closer 
relationship. 

All of this comes back to utilizing the content process 
more strategically through each channel. Individual 
teams working together can pool their disparate and 
often differing perspectives on the customer and can 
develop a unified and more realistic understanding. 
This is why it is so powerful to unify the process of 
content development and the process to manage 
it across myriad channels. It is not to create a more 
efficient process (though it usually accomplishes this 
as well). The unification of a content and contextual 
process can unify a strategy and provide the 
opportunity for a much deeper understanding, and 
thus a closer relationship with consumers.  

“ How can marketing change to focus on engagement 

without losing sight of ROI? ”

http://www.linkedin.com/today/post/article/20130312165438-19748378-between-a-rock-and-creative-place
http://public.dhe.ibm.com/common/ssi/ecm/en/gbe03419usen/GBE03419USEN.PDF
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Even the term “system of engagement” needs 
clarification. The engagement takes priority. The 
systems can come with time. The outperforming 
marketing organizations are not only using data 
well, they are also using content cohesively across 
the customer’s journey and then finding, rather than 
constructing, the appropriate model for connecting and 
scaling these pockets of engagement into systems. 

Those traditional marketing roles are then modified, 
new roles are created, and processes that start out as 
pockets of excellence are codified and connected to the 
larger institution later. 

Finally, these savvy marketing teams are using today’s 
technology solutions to create, edit, publish, and 
operationalize – at scale – these cohesive digital content 
experiences. As the marketing silos start to come 
together, so too can the technology plan. Certainly it’s a 
coordinated effort, and as I recently pointed out on the 
DCG blog, big data and our ability to coordinate better 
experiences using it just might be the “big ideas” that 
finally bring both the CIO and the CMO into strategic 
alignment.12 

Part of this is because it is the data in hand versus 
what might be obtained, and certainly another part 
of it is the simultaneous pressure to change while 
delivering profitable results. Data is still primarily 
used as a proof point to show how many transactions 
were created, instead of as a source of insight into 
improving awareness, stimulating deeper interest, and 
creating brand evangelists. The first part can and will 
be solved by technology advancements; the second is 
the most difficult. How can marketing change to focus 
on engagement without losing sight of ROI? Is it any 
wonder that almost three-quarters of CMOs are feeling 
the heat about completely changing their operating 
model? 

But this is the opportunity of enormous potential. 
Savvy organizations are taking a new look at the 
funnel and learning how to use content-driven 
strategies to engage well after the sale. They are using 
a combination of content and context to drive shared 
and valued experiences with consumers and build 
lasting relationships with them.

These organizations are utilizing the hard work of 
spending the time, energy, and budget to focus on 
creative customer-centric content solutions. They 
are meeting with customers and understanding their 
emotive needs as part of using content and context to 
create more expansive systems of engagement.

By doing this, marketing is now responsible for not just 
creating more transactions, but also better transactions 
– more valuable, passionate, and engaged customers. 

http://www.digitalclaritygroup.com/blog/the-rise-of-the-manager-of-meaning/
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Marketers have debated whether today’s technology is 
up to the task of actually facilitating true engagement. 
Some have said it’s nothing more than the promise of 
personalization, made back in the late 1990s and early 
2000s. Nothing could be further from the truth.

The key difference is that personalization was, and still 
is, about only optimizing the content algorithmically 
based on explicit preferences made by the customer.  
Personalization is certainly a piece of delivering 
customer-centric systems of engagement. But it is just 
that: a piece.

The more the marketer focuses on embracing chaotic 
change, unifying content processes, and focusing team 
members on delivering creative relevant context, the 
more the group will begin to deliver on the promise of 
systems of engagement. There is no possible way for 
the CMO to know what changes will be just beyond 
the horizon. But by embracing a method by which 
change, rather than scale, becomes the new operative 
strategy, the CMO will be able to adapt and succeed 
much more quickly. 

And technology can help drive the ability to facilitate 
that change. CMOs should explore products that 
differentiate themselves by making it easier for them 
to take advantage of true CEM and adapt, change, 
and unify their groups more fluidly. Enabling the 
organization to change is the new differentiator for 
digital content- and marketing-related technology.  
 

We’ve seen content and the flexible management of 
it across multiple channels become a centralizing 
force that transforms the marketing department from 
collateral creator to instrumental strategic leader. When 
the CMO is charged with acting as centralized actuary, 
cheerleader, facilitator, and ultimately owner of the 
totality of branded content, the customer experience 
promise is kept.

Conclusion
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