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FOREWORD

This excellent book is a clear-eyed, down-to-earth chronicle of one
of the most significant changes taking place in business today—the
transformation of the marketing function.

The stereotype—and, to some degree, the reality—of marketing
in the latter half of the twentieth century is made clear in one of my
favorite Dilbert cartoons. Dilbert looks with longing at a party the
marketers are having (clearly, as an engineer, he hasn’t been invited).
Over the entrance to the party is a banner: “Welcome to Marketing!
Two drink minimum.” Marketers were creative, improvisational, sub-
jective, artistic, and (sometimes overly) sociable. Their focus was on
persuading people to adopt products and services through advertis-
ing and promotions. Company outsiders in ad agencies and PR firms
did much of the best work in the function. Since no one could mea-
sure the influence of print and TV advertising on sales, success was
measured by industry awards rather than any financial results.

This picture began to change when direct mail and customer data-
bases made some inroads into measurement and attribution in the
latter decades of that century. However, the real revolution got under-
way with the Internet and World Wide Web around the turn of the
twenty-first century. These technologies involved “addressability,”
in that firms could know who they were addressing with marketing

activities and what behaviors followed. For the first time, companies

could extensively measure advertising, promotions, and marketing-

oriented content—whether and how long recipients viewed them

and what they did after. Because marketers could know who actu-

ally bought their products and services, they could do a much more
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effective job of qualifying leads. And that meant that they could and
needed to work more closely with the sales function. In a decade or
less, marketing functions could change their entire way of working
and destroy old stereotypes.

And while marketers may be familiar with this transition at a gen-
eral level, implementing this change in your own marketing organi-
zation is difficult and takes time. It's very useful to have a guide, to
see this transition in detail, showing what works and what doesn’t,
within one organization that has been on the journey of change. In
many respects, although the author references a handful of leading
companies making the change, this book is an extended case study
of the transformation of marketing at one company, SAS. As a result,
the reader can learn the context behind the general changes in mar-
keting. What, for example, does it mean to get executive buy-in for
this transformation? What new roles and structures are needed? How
will these activities affect marketing budgets? How does the culture
of marketing get changed over time? All these topics are treated
extensively in the book and provide a template for how other organi-
zations might undergo similar changes.

While this story is about marketing at a vendor of analytics soft-
ware, there are no aspects of the transformation of marketing at SAS
that another company couldn’t achieve. SAS does offer some of the
software described (at a high level) in these pages, but certainly not
all of it. No one would mistake this book for marketing messages
about SAS software. The focus is on how to use data and analytics to
market in a new way, and on the needed technical capabilities.

SAS is a software company, but that does not necessarily make it
easier to undergo the type of transformation I've been describing.
Some aspects of marketing transformation are even more difficult at
SAS than at other types of firms. Specifically, that SAS’s customers
are primarily businesses makes customer analytics more difficult and

complex to manage. Individual behaviors must be associated with a
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larger customer organization and interpreted for their impact on the
broader customer relationship. Overall, it’s fair to say that business-
to-business marketers are generally less data- and analytics-oriented
than are consumer marketers. So any organization should be capable
of adopting the lessons laid out in this book.

Of course, the revolution described here is not finished. More
transformational activities in marketing are coming, at SAS and else-
where. For example, while human marketers will always be present,
it’s clear that there will be increasing automation in the function.
I recently interviewed a member of Adele Sweetwood’s marketing
staff who is a bellwether of this particular change. His role is to drive
certain aspects of digital marketing for SAS, including search engine
optimization, digital ad buying, and video ads. Most of the decisions
in his role are made by machines using algorithms developed by other
machines. He implements and oversees the software for these semi-
automated decisions and determines how well it is working. When it
needs improvement, he makes adjustments. He is performing tasks
that were never performed by humans; there is simply too much data
to analyze too quickly for a human to do it. The cognitive technolo-
gies he employs are just a straightforward extension of conventional
analytics, and SAS is already making some of these cognitive tools
available to customers. We will see them increasingly used in market-
ing and elsewhere at SAS, and perhaps that will be an occasion for

another book from Sweetwood. I can’t wait to read that one, too.

—Thomas H. Davenport
President’s Distinguished Professor of IT and
Management, Babson College
Research Fellow, MIT Initiative on the Digital Economy
Senior Adviser, Deloitte Analytics
Author of Competing on Analytics and
Big Data @ Work



