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Abstract

Generating insights and actions out of data has become one of the most important jobs
for marketing departments. While companies are struggling with finding the right data
to gather, some of the main problems to become a data-drive-driven company are cul-
tural. The goal for this study is to understand how a data-driven culture is instilled in
employees and what the company culture should be like to make the adoption of the
new mindset as easy as possible. The research also seeks to identify potential challenges
and barriers to the adoption of a data-driven marketing culture. The research is con-
ducted for the Finnish B2B software company where the researcher worked meanwhile.

The framework of this study was based on earlier studies and theories of data-
driven culture and change management. The empirical material of the study was col-
lected interviewing marketing professionals across the organisation and from two mar-
keting agencies. The qualitative study method is chosen to acquire a deep understanding
of the subject under study. In the study the inductive approach was used, wherein the
discovered findings were closely tied to the gathered data.

Data-driven marketing has not previously been studied from a corporate culture
perspective, so this study opens a whole new perspective on the adoption of data-driven
marketing. The study provides practical recommendations to the case company on how
to facilitate the implementation of the new working methods. The study found that a
company needs both clear communication and a strong learning culture to succeed in
adopting data-driven marketing. Possible challenges include difficulties in team commu-
nication, fragmented data across different systems, and managers' inability to effectively
communicate and lead teams, resulting in decreased employee motivation.
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1 INTRODUCTION

The world is changing rapidly toward more digital essence which forces compa-
nies to reshape their businesses. Reshaping businesses means reshaping strate-
gies and ways of working. Organizations are in a continuous change process hop-
ing to be more effective, productive, and gainful (Briody et al., 2012). Companies
should strive to make precise, timely, and improved decisions since it has become
obligatory for companies to survive in a world that is more competitive and com-
plex than ever. Companies need to answer to customer’s wants and needs more
rapidly and companies have more data to use, so reshaping companies into a
more data-driven culture is current. We are in a digital and analytic revolution
that will influence how companies are managed and how society and economies
work.

There is increasing talk about data-driven decision-making and the im-
portance of monitoring and applying data into practice. Companies have several
data sources but do not really have a plan for utilizing all the data they have. In
fact, companies struggle with figuring out, how, when, and where to use analyt-
ics (Kiron et al. 2013). Technology and consulting company Capgemini made a
study in 2021 about how the marketing decision makers in various countries are
utilizing data-analytics in marketing and marketing automation, and Finland
was clearly behind the other countries (Perttula, 2021.)

Kiron et al. defined data-oriented culture in 2013 as “a pattern of behavior
and practices by a group of people who share a belief that having, understanding
and using certain kinds of data and information plays a crucial role in the success
of the organizations” (p. 18). Did you know that Facebook’s mantra was “move
fast and break things” and it stands for the encouragement of experimentation?
(Taplan, 2017). Data-driven culture often encourages companies to rethink their
actions and do different experiments to find the most effective ways of marketing
their products.

There are many empirical studies that are centralizing the impacts of mar-
keting performance measurement on how the firm is performing. O’Sullivan et
al. stated in 2009 that marketing performance measurement has a positive rela-
tionship CEO’s satisfaction with marketing. The same study also proved that
marketing measurement has a positive impact on firm performance. To achieve
success, companies must measure the effectiveness of their marketing and opti-
mize their actions accordingly. Companies that achieve high performance are
twice as likely to incorporate data into their decision-making and operational
processes compared to other companies. These successful companies utilize an-
alytics as a regular practice in their day-to-day activities and as a guiding tool for
shaping future strategies. (LaValle et al., 2011).

Since 2010 Adobe and Econsultancy have done a yearly Digital Trends Re-
port, which is based on a global survey of 10000 marketers, consultants, and prac-
titioners. With that many respondents it is the largest study of how digital trends



are changing the marketing discipline. The 2022 Digital Trends report high-
lighted that many companies struggle with implementing necessary cultural and
operational changes to stay agile and react to rapidly developing market dynam-
ics. In the study, it was found that better performing leaders of marketing organ-
izations were ahead of their mainstream and laggard competitors in certain key
areas, including gaining insights, being agile, experimenting, and personalizing
their approach. Survey noted that the importance of how companies are gather-
ing the insights from customer data will become more critical.

1.1  Research problem and objectives

Being able to measure digital marketing is essential for companies and compa-
nies can analyze every website visitor with different tools and marketing analyt-
ics are used to show how your digital marketing plan works. More than half of
the Finns who responded to the Capgemini’s survey about the data-driven mar-
keting and marketing automation utilization, said that they plan to increase their
own organization's marketing and digital marketing skills. Like Marjut
Kytosalmi, Head of Capgemini's digital and application services development
unit said: “Data and technology must be combined with creative skills and silo-
ing must be avoided. Companies need to invest in managing with information.
With a combination of learning and culture, the goal can be achieved”. (Perttula,
2021).

The research objective is to create an understanding of shaping a market-
ing department into a data-driven mindset and explain the success factors of
shaping the marketing department. We all understand that nowadays mar-
keteers need to be more analytical and technical than ever. However, many com-
panies have developers who can help with technology related questions, so this
research rather focus on the data-driven culture and how to build data mindset
in marketing organization.

LaValle et al., (2011) found that challenges that arise when implementing
analytics are mainly managerial and cultural. Culture is a group phenomenon,
behavior is contagious, and people do things because they see others doing them
(Piha & Sutinen, 2020). Therefore, it is truly important to get people excited about
the change. Data-driven culture does not mean that everyone needs to be a data
analyst, but everybody needs to understand the data at some level and believe in
its force. Case company has also recognized the importance of creating a culture
where the organization is open to new ideas that challenge current practices and
patterns. Change management and data-driven marketing combine both of re-
searcher’s study areas, corporate communication, and digital marketing.

RQ1:
What kind of culture should the marketing department have in order to success-
fully implement data-driven marketing mindset?



RQ2:
What qualities and knowledge of data-driven marketing should an employee
have in order to be better equipped to adopt a data-driven mindset?

RQ3:
What are the possible threats or challenges when implementing data-driven mar-
keting culture?

The first research question focusses to investigate the kind of culture that a com-
pany needs to have to adopt a data-driven approach. The second research ques-
tion seeks to identify the necessary capabilities that employees must possess to
be receptive to this approach. Finally, the third research question aims at identi-
tying potential challenges or issues that a company should consider when tran-
sitioning to a data-driven culture.

1.2 About the case company

This study is done for the case company which is a Finnish B2B software com-
pany. In 1995, case company was established and later acquired by a larger group
in 2016. Case company’s marketing department is just 3 years old, which makes
it relatively new. During the spring 2023, company adopted marketing automa-
tion software Marketing Dynamics 365. The sales team is using CRM software
from the same provider which is meant to make cooperation between marketing
and sales seamless. The implementation of marketing automation is an important
step when creating a data-driven marketing strategy and we will discuss about
it more later in this thesis.

Case company has a sales and marketing team overseen by a commercial
director, and two digital marketing specialists, one of whom is the author of this
thesis. The researcher is responsible for shaping the marketing strategy towards
a more data-driven approach. Marketing strategy means rather long-term than
short-term strategic decisions with whom company is trying to find an answer to
which direction the company should go to achieve its objectives and goals
(Kozielski, et al. 2017) When interviewing managers in 2019, about how they de-
fine marketing big data analytics, managers said it is “’a series of tools and capa-
bilities used to inform product innovation and marketing strategy-making pro-
cesses and to defend the brand against emerging risks” (Johnson et al., 2019; p.
162). Therefore, can be confirmed that marketing strategy should be led by ana-
lytics and marketing department has already taken the first steps of being data-
driven.



1.3 Methodology and research structure

This research is built in the following way. The literature review continues after
the introduction. The theoretical part is separated into two sections, data-driven
marketing, and culture change. After the theory, the empirical part of the study
is presented. The empirical part consists of the definition of qualitative research
and after the definition, the data collection and data analysis process are de-
fined. Next, the research findings are presented and finally the discussion chap-
ter thoroughly examines and analyses the research findings by dividing them
into separate topics. No Al tools or software’s were utilized in this thesis pro-
cess. Below the structure of the research is presented.

Introduction

v

The theoretical framework of the study

v

Description of the empirical research process

v

The results of the study

v

Summary and conclusions

FIGURE 1. Structure of the research



2 DATA-DRIVEN MARKETING

Term data-driven marketing means the process where you collect data from var-
ious online and offline sources and analyze the data to understand the consumer
and its buying behavior. With that data, the marketing team develops a strategy
to create a connection with the target audience and get better results from mar-
keting. (Grandhi et al., 2020).

To be able to implement data-driven marketing and understand custom-
ers buying patterns, company needs marketing analytics. Hanlon (2022) de-
scribed the difference between traditional marketing metrics and digital market-
ing metrics. Traditional metrics can be for example customer value, market share,
key financials, market growth rate, customer satisfaction, customer behavior, and
product quality. The digital environment has brought noticeably more metrics
available. Some examples of the digital metrics are likes, followers, the share of
the wallet, return on investment, conversion rate, and cost per action. Traditional
metrics place the company in the center, but digital metrics put the customer at
the center. Typically, metrics are the unit, percentage, volume, or number and
analytics provide us access to the data and explanation as to why specific metric
takes place.

Marketing analytics can be divided into web analytics, SEM and pay-per-
click (PPC) analytics, email analytics, and social media analytics. A/B testing is a
broadly used method in data-driven marketing. A/B testing means comparing
two or multiple things against one another, for example trying two different titles
in an email or two different images on a website and then evaluating with data
which was more successful. (Hanlon, 2022).

Komulainen presented (2018) that by analyzing the results you can see
where resources are used most efficiently, and where they are wasted. With ana-
lyzing data, you can identify the gaps in strategy, key messages, and content. By
analyzing you can identify which channels have the most potential and gain a
better understanding of customer preferences and motivations.

2.1 Marketing automation

Marketing automation is a definition of software that is built to automate basic
marketing activities. The purpose of marketing automation is to increase the ef-
ficiency of marketing. (Heimbach et al., 2015; Ioana, 2016). Marketing automa-
tion’s roots are in email marketing but now it can be used in many innovative
ways. Marketing automation is not just for big companies to use but also small
and medium sized companies can benefit from marketing automation. (Del
Rowe, 2016). Marketing automation is used to automatize content and create
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personalized real-time messages to the right audience. With marketing automa-
tion, you can reach potential customers, get leads, promote the retention of ex-
isting customers, guide customers on how to use the product, and improve
sales. (Komulainen, 2018).

Marketing automation can combine information from various data
sources such as email, social media, website, and SEO analytics and its func-
tions are for example lead management, marketing analytics, campaign man-
agement, and digital and social media marketing. Marketing automation can be
a great base for the company’s data-driven marketing because it enables it to
collect, analyze and utilize the data with such performance that humans
couldn’t do (Wood, 2015).

2.2  Data-driven culture

Decision-making responsibility in modern organizations is widely shared
among individuals (Grandhi et al., 2020), which means there cannot be just one
person to take care of the decisions based on data. Hence, it is principal for the
company to foster a culture that embraces data-driven practices. Already in
1986, Barney defined culture as “’a complex set of values, beliefs, assumptions,
and symbols that define the way in which a firm conducts its business” (p. 657).
Corporate culture is the company’s way of operating, communicating, serving,
and existing and it affects the company’s success (Piha & Sutinen, 2020).

Kiron et al (2013) presented that a data-driven culture improves innova-
tion inside the organization since decision-makers can trust where the data
comes from, how the data is developed, and by whom. Therefore, it is im-
portant to have data-driven culture inside the organization so that there is room
and daring for innovations.

Better use of data helps businesses to produce a greater extent of value
for their customers (Grandhi et al., 2020) and it can for example be used to fore-
cast trends (Bumblauskas et al., 2017). Cosic et al. presented a framework in
2015 which proved that companies can leverage business analytics to drive en-
hancements in business processes, enhance firm performance, and gain a com-
petitive edge. Data-driven organizations tend to be more flexible to compete in
the fast-changing environment (van Rijmenam et al., 2019). Cao et al. (2019)
demonstrated in their study the positive effects on decision-making and firm
performance of marketing analytics. In e-commerce, big data can create a com-
petitive advantage by transforming data into insights to support decision-mak-
ing and bring solutions to business problems. Leading companies such Ama-
zon, Google, ASOS, Netflix, and Facebook utilize big data analytics and experi-
ence great growth. (Akter & Wamba, 2016). Recognizing possible threats and
unusual events is more likely possible for the companies that are using data in
their decisions (van Rijmenam et al., 2019). Analytics and data are undeniably
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useful for businesses and there are several studies to prove it (Grandhi et al.,
2020, O’Sullivan et al., 2009, LaValle et al., 2011)

Troisi et al. 2020 found that data-driven decision-making impacts both,
the achievements of marketing objectives and firm performance. Companies
can be more agile with their decision-making when they share real-time analyt-
ics data across the company (van Rijmenam et al., 2019). Schein addressed in
2017 that if the company's founder or leader is not examining how the new
principles, beliefs, or assumptions will fit into the company’s macro-culture,
they will not be adopted. Therefore, it is crucial to have a leader committed to
the change and company’s culture plays a big role in a change management.

Grandhi et al. proved in 2020 that the company needs data to avoid bi-
ases based on decision-making. When it comes to decision-making, Hill & Jones
presented in 2018 that many decision-makers fail to do good decisions even if
they have all the information and the failing is often caused by their emotions.
Cognitive biases affect managers’ decision-making and Hill & Jones (2018, pp.
17-18) presented 5 biases that cause poor decisions:

1. Prior hypothesis bias means that the decision-maker is believing in his/her
strong beliefs even if the beliefs are presented to be wrong.

2. Escalating commitment is the bias where the decision-maker puts even
more effort to the project when she/he receives the information that the
project is failing. In this case, the more logical way to act would be to
abandon the project and move on.

3. Reasoning by analogy means that the decision-maker is using simple anal-
ogies to make sense of complex problems.

4. Representativeness is the bias where the conclusions are made from very
small sample.

5. Illusion of control means people’s tendency to overestimate their ability to
control events.

Luckily, there are ways to improve the company’s decision-making process re-
garding to Hill & Jones (2018). Devil’s advocacy is one technique, and it means
that one of the team takes the role of the “devil” which means the person is
bringing out all the possible reasons why the proposal might be unacceptable.
Dialectic inquiry is more complex, and it requires to making a plan (hypothesis)
and counterplan (antithesis) and then two persons debating the plan and the
counterplan. Then decision-makers are listening carefully to the debate and the
debate’s purpose is to bring out the possible problems.
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3 CULTURE CHANGE

Diefenbach (2007, p. 127), defined change as being “’about changing structures,
processes, routines, and outcomes. At the same time, it is even more about
changing how people do the business, how they think and act, it is about
changing (parts of) schemata and worldviews of people.” Managing change is
about “evaluating, planning, and implementing operational, tactical and strate-
gic “journeys”.” (Paton & McCalman, 2008, p. 3). Change is usually reviewed as
a technical problem or as a “human problem”. Technical problems are related
to budgeting, quality, risk, planning, the management, or other technical chal-
lenges while people problems are related to culture, communication, attitudes,
skills, commitment and so on. (Piha & Sutinen, 2020).

Because digital culture is becoming vital for marketing, the marketing
department needs to have skills such as change management, skill develop-
ment, and organizational design. In today’s world, change is not a project, but a
state that is constantly on so organisations and leaders have to become perpet-
ual learners. Schein (2017) identified ten key characteristics of learning culture
and they are presented in the next table.

TABLE 1. Ten key characteristic of learning culture (Schein, 2017. p. 344-349).

Characteristic Definition

Proactivity Humans should be proactive prob-
lem solvers and learners what comes
to their relationship with their envi-
ronment.

Commitment to “Learning to Learn” | Learning culture members should
share the assumption that learning is
worth investing for and learning to
learn is a skill that you can be mas-
tered. Getting feedback and accepting
errors and failure as learning oppor-
tunities are the keys to learning. This
statement suggests that a culture of
learning should prioritize and place
high value on two key elements: re-
flection and experimentation.
Positive assumptions about human Leaders should have faith in people's
nature willingness to learn when provided
with the necessary resources and a
psychologically safe environment.
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Belief that the environment can be
managed

As the environment becomes more
turbulent, it becomes increasingly
crucial for the leaders to demonstrate
that some degree of environmental
control is possible.

Commitment to truth through in-
quiry and dialogue

People should be brave enough to ask
questions and search for the “truth”.
Leaders must also admit that there is
a lot they don’t know yet.

Positive orientation toward the future

It is important to balance a forward-
thinking orientation with a focus on
the present, in order to effectively
navigate the challenges of a rapidly
changing world.

Commitment to full and open task-
relevant communication

Anyone in the organisation should be
able to communicate with anyone
else with trust and openness.

Commitment to cultural diversity

In a turbulent environment, a diverse
organization is better equipped to
cope with unexpected events and
adapt to change.

Commitment to systemic thinking

It is important to develop the ability
to think systemically and use com-
plex mental models in order to effec-
tively navigate the challenges of a
complex and interdependent world.

Belief in the value of internal cultural
analysis

Leaders and the members of the cul-
ture should believe that analysing

and reflecting on their own culture is
essential part of the learning process.

3.1

Change management in marketing

Change management is a highly researched topic but there have been no stud-

ies that are focusing on the marketing department’s change management. First,
Lewin’s and Kotter’s change management models are introduced which might

be the most known ones and then the culture change model by Schein is pre-

sented.

One of the first theories of change was published in 1951 by Lewin and it is
three-step-model (Bucciarelli, 2015). “Unfreeze” is the first step, which means
the organization is getting rid of the bad attitude where the people are resisting
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change. The preparations for the change have started and the organization aims
to create an atmosphere that supports change. The second phase is called
”Shaping”’, which means the actual change is driven and the organization is
making people commit to the change. The third phase of the change-manage-
ment is “Refreezing”” where the new phenomenon is built, and the organization
is maintaining the new phenomenon. (Lewin, 1951, as cited in Bucciarelli, 2015;

Piha & Sutinen, 2020).

Kotter’s (1995) eight-step model about leading the change is classical and the
most known model about leading the change and it is described in the table be-

low (Piha & Sutinen, 2020, p. 138-139).

TABLE 2. Kotter’s eight-step model (Kotter, 1995, as cited in Piha & Sutinen, 2020, p. 138-

139).

Step

Description

1. Establish a sense of urgency.

Explore the markets and realities of
the competition, potential crises, and
possibilities.

2. Form a powerful guiding coa-
lition.

Create a team big and powerful
enough to show an example to the
rest of the organization.

3. Create a vision and strategy.

Vision gives a direction to the change
and strategy tells how to get there.

4. Communicate the Vision.

Communicate the new vision and
change constantly in all situations.

5. Empower others to act on the
Vision.

Eliminate obstacles and modify sys-
tems and structures that hinder the
change process, encourage to risk-tak-
ing, new ideas and activities.

6. Plan and create short-term
wins.

Visible improvements are planned
and implemented, and employees
who make and enable improvements
are rewarded.

7. Consolidate improvements
and produce still more
change.

The rest of the structures and systems
that prevent the change are disman-
tled by utilizing increased credibility.
Hire, promote and develop employ-
ees that are capable of change.

8. Institutionalize new ap-
proaches to the culture.

Communicating a link to good results
and new practices. Ensuring leader-
ship development to sustain change.

In 2017, Schein presented the steps of changing the culture (p. 323-339). Schein
pointed out the importance of defining the problem precisely and being clear
about the change goals before starting the culture change. Schein highlighted
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that it is important to answer to questions like what you want to change, why,
and where are you heading to, without using the word culture. This is why cul-
ture is an abstract concept that can refer to many things such as beliefs, behav-
iour, values, and structures. Schein’s theory is based on Lewin’s change man-
agement model, but Schein’s theory is more focused on culture management.
First step of Schein is to create the motivation and readiness for change. Then is
needed to identify new concepts, new definitions for old concepts, and new cri-
teria for evaluation. The final stage is to fully integrate and adopt the new con-
cepts, meanings, and standards. Schein suggests that when trying to make
changes in culture, it's important to define specific behavioural goals rather
than simply aiming for "culture change." New cultural elements can only be
learned through successful and satisfying behaviours over time. When the fun-
damental beliefs of a culture change, people may need to unlearn what they
previously believed. Schein presented that this can be emotionally difficult and
there is always anxiety associated with new learning, so the transformative
change is never completely easy.

Lewin’s theory suggests that if the change is not embedded in the organi-
sation, it will gradually disappear as the organisation slips back into the old
structures. In this theory, the forces driving and resisting change must be identi-
fied and the forces driving change must outweigh the resistance for change to
occur. Lewin’s theory is quite upper-level whereas Kotter’s theory focuses more
on the actions. Kotter describes different actions that management should be
doing to establish successful change. In Kotter’s theory, communication is the
fourth step. In the researcher’s opinion, communication is not just one step, it
should be part of all the steps. Schein’s theory of cultural change points out the
importance of communication. Unlearning is often painful but with the clear
communication and clear, achievable goals the pain can be reduced.

3.2 Data-driven culture implementation in practice

In 2019 Tabesh et al demonstrated in their article the necessary steps when im-
plementing data strategy. Data needs to be analyzed with different methods and
tools for insights for decision-makers. Usually, companies” analytics and tech-
nical departments are the ones who do data collection and are turning that data
into insights. While those departments turn the data into insights, the managers
should be able to do the decisions. It is an ongoing process to turn insights into
decisions based on evidence rather than making decisions with intuition. In-
sight’s main target in the decision-making process is to support decision-makers
(Jeble et al., 2018). Department which oversees data collection should be not col-
lecting just as much data as possible but focusing on the relevant data. The com-
pany should be able to identify those practices and processes where they can cre-
ate insights out of data. (Jeble et al., 2018). In addition, the need for Marketing
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and IT departments to work closely together is highlighted, with a focus on main-
taining a seamless collaboration (Johnson et al., 2019), especially when imple-
menting for example marketing automation system (Wood, 2015).

According to Bumblauskas et al. (2017), because the business environ-
ments are constantly changing, firms should be able to sense the surroundings,
build insights based on the data, and estimate if their findings to make good de-
cisions. This can be seen as a continuous and challenging process because new
data is implemented exponentially, and old data might become outdated. There-
fore, the process should be ongoing and well-functioning. Hill & Jones (2018),
stated that in some situations it is useful to have external consultants to drive a
change since people working in the organization might be too close to the situa-
tion. An organization’s internal managers might also have their own motivations
to drive a change in the direction that they want.

Salminen (2022) talked in his book “Muutoksen johtaminen - Matkaopas
organisaation muutosmatkalle” about vision leadership, the importance of the
change energy, and a story of change. Change energy is the emotional energy
that comes from an inspiring vision. The energy for change is contagious if the
leader himself/herself believes in the vision but enthusiasm is hard to fake. In
addition to generating change energy, a vision also has another, deeper meaning.
A clear goal makes our work and its development meaningful and makes us feel
part of something bigger. The hallmarks of a good vision are clarity, concreteness
and a strong positive emotional content and the vision must address not only
management but also all staff and customers. At its best, a vision for change is a
shared vision for a better future shared by management and the whole staff. Sto-
rytelling for change is a good way to bring words and plans to life and to human-
ize the facts. it conveys not just facts but emotions, cause and effect relationships,
the impact of actions and creates meaning,.

3.3  Challenges of implementing data-driven culture

Bumblauskas et al. (2017) mentioned that in 1970-1980 the amount of information
started to cause problems because the technology was lagging and the capacity
of turning data into knowledge was limited. Luckily, we have all the technology
we need, and companies can utilize data limitlessly. However, the big amount of
data can cause information disorder (Grandhi et al., 2020). There are multiple
different platforms and metrics to analyze, and companies can spend months just
tinding new data sources and viewing the charts. Challenge is to find the right
metrics and data to follow and with the vast amount of data, there is a great
chance for analysis paralysis. Analysis paralysis is a state of overthinking, when
there is a vast amount of data and you spend your time just analyzing over and
over again and never feeling confident about making the decision (*’Nine Effective
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Ways For Company Leaders To Beat Analysis Paralysis”’, 2021). For managers, the
large and undue amount of information can be frustrative (Gnizy, 2020).

Johnson et al. (2019) found challenges regarding companies following data
being too blinded. If the company is just chasing short-term ROI and making de-
cisions based on that, companies can miss the chance to build a strong brand over
time, since consumers might not find brand-advertising believable. Short-term
ROI targets should not dominate over brand philosophy. Bumblauskas et al.
(2017) stated that data-driven decision-making and data do not mean that human
creativity is not needed. To utilize the data and create business value, the com-
pany needs human interaction since the ideas that data generates needs to be
refined into decisions and actions (Bumblauskas et al., 2017).

Kiron et al. (2013) found that analytically challenged companies have four
characteristics in common that separates them from the companies that utilize
data well. Those characteristics that company should get rid of are data defi-
ciency, weak information value chain, lack of collaboration, and no burning plat-
form (no key driver to use analytics). According to van Rijmenam et al. (2019)
humans are not very skilled at imagining future events and they tend to overes-
timate their own talents and just center on what they already know which leads
to confusion of non-existent patterns and tunnel vision.
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4 DATA AND METHODOLOGY

The research purpose is to create knowledge and understanding of the deter-
mined occurrence (Adams et al., 2014). In this chapter the methodology that is
considered to be the most suitable for this research is presented. The qualitative
research method is presented first and then the data collection and data analys-
ing process.

41 Qualitative research

Bellenger et al. (2011) defined quantitative research as “research which provides
information to which numbers can be applied” (p. 2) and qualitative research
“involves finding out what people think and how they feel - or at any rate what
they say they think and how they feel” (p. 2). Qualitative research generates
non-numerical results and involves impressions and feelings, and quantitative
research generates numerical results. In the field of management and business
research, it is common to use a combination of both qualitative and quantitative
methods. (Saunders et al., 2019).

O’Gorman & Maclntosh (2015) presented that in qualitative research the
primary data type can be observation notes, interview transcripts, video mate-
rial, photos, or field notes. The secondary data type can be publicly available
documents, public speeches & interviews, books, archival records, company re-
ports, or journal articles. Primary data means the data produced specifically for
the purpose of the research project. Secondary data means the data that is al-
ready available for analysing. (O’Gorman & MacIntosh, 2015).

Usually, when you think of data and analytics, you think about quantita-
tive study methods and most data and marketing combined studies have used
quantitative methods. In this study, the focus is on the human aspects of a data-
driven culture, and the aim is to gain a more nuanced understanding of the
topic. To achieve this, the researcher has used a qualitative research method.
This study aims to understand people's engagement with the adoption of a
data-driven culture and to explore how people experience and understand this
change.

Qualitative research is sometimes referred as to naturalistic, because in
qualitative research the researchers must act in the natural environment to gain
trust, participate, availability of meaning and gain deep understanding. People
who participate in qualitative research are not seen just respondents but also
the people who participate in data collection. (Saunders et al., 2019). In qualita-
tive research, it is important to note that the aim is not to produce research re-
sults that can be generalized, but rather to create a deeper understanding of a
single phenomenon, considering the factors influencing it in different contexts.
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The aim is to get to know the researched object as comprehensively as possible
and offering a holistic view. (Hirsjdrvi et al., 2005).

4.2 Data collection

Because in qualitative research the meanings are delivered for example with im-
ages and words, there might have multiple meanings, and therefore the meth-
ods used are unstructured or semi-structured (Saunders et al., 2019). In this re-
search, the empirical material is collected by interviewing marketing profes-
sionals across the organization and from external marketing agencies. Semi-
structured interviews were held during January. The semi-structured interview
method was chosen because of its resilience to ask further questions and change
the question's order if needed (Arsel, 2017). Semi-structured interviews also
give interviewees the flexibility and freedom to express their own views on the
topic. Some weaknesses of the semi-structured interview are that it may be
time-consuming and takes a lot of resources. Keeping on topic also requires
good interview skills. (O’Gorman & Maclntosh, 2015). While the interviews tell
each individual’s story, the interview should have the purpose to seek new
knowledge around the research question (Arsel, 2017).

The researcher identified the most important persons from the organiza-
tion who are handling marketing data daily. Since the case company is using
external marketing companies, people inside the marketing companies were
also interviewed and that is how the different viewpoints were created. The cri-
teria for the interview participants were that they have a long experience in
marketing field and management, and they work with marketing data daily.
After identified the persons, the possible interviewees were approached via
email. It is important to brief the possible interviewees at this point. The brief-
ing should include where the data gathered are used, how the data is stored,
how confidentiality is insured, how long the interview is taking and how many
interviews there would be, and the reassurance that the researcher’s role is not
judgemental but evaluative. (O’Gorman & MaclIntosh, 2015). Since it is urgent
to create trust, the interviewees were told that they are anonymous. Interviews
were held in Finnish, recorded, and then translated into English. Arsel (2107),
advised not to keep all the interviews at once but rather hold a couple of inter-
views first which ones you analyse, revise and repeat. All the interviews were
conducted remotely via Microsoft Teams and participants got the interview
questions beforehand.

Before the interview starts, it is advisable to clarify the roles and talk
about the research you are doing and what you are expecting from the inter-
viewee. Researcher can explain why they are interested in this specific topic.
Sharing a personal story will help create a trustworthy relationship between the
interviewee and you. (Arsel, 2017). Therefore, before the interview started, the
researcher talked about her own background and how she got interested about
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the thesis topic and what's her relationship with the data-driven marketing.

TABLE 3. List of interviewees

Interviewee | Area of expertise | Experience in | Interview | Internal / Mar-
marketing in | duration keting Agency
years

Interviewee | Sales and mar- 18 years 42 min Internal

A keting leader-

ship

Interviewee | Service Develop- | 15-20 years 49 min Internal

B ment

Interviewee | Marketing tech- | 14 years 36 min Internal

C nologies and

leadership

Interviewee | Marketing and 25 years 20 min Internal

D leadership

Interviewee | Digital transfor- | 14 years 40 min Marketing

E mation Agency

Interviewee | Digital transfor- | 10 years 48 min Marketing

F mation Agency

Interviewee | Marketing and 20 years 31 min Marketing

G leadership Agency

Above a list of interviewees can be found. Four of them were internal workers
inside the group and three of them were from two different marketing agencies.
Interview duration varied from 20 minutes to maximum of 49 minutes. Experi-
ence in the marketing field varied from 10 years to 25 years so we can confirm
that all the attendees were marketing professionals with high experience in the
marketing field. The majority of the interviewees held leadership positions
where they were responsible for leading a marketing team. The aim for the in-
terview was to find out, how the marketing data is gathered and used inside the
case company and other marketing agencies and to find out, what are the criti-
cal factors how to success to create data mindset inside the case company’s mar-
keting department.

4.3

Data analysis

In qualitative research, data analysis is done for recognizing and interpreting
patterns in the data. It is effective to organize data into themes to review the
data and to recognize what is applicable. (Adams et al., 2014). Thematic analysis
is a widely used qualitative research method to identify, analyse and report
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themes or patterns with data and method can be used in a wide range of episte-
mologies and research questions (Nowell et al. 2017).

In this research, researcher chose thematic analysis as a data analysis
method because of its flexibility and because it can provide complex data, but
also detailed and rich. Some of the stages in thematic analysis are similar to the
stages of other qualitative research analyses, so all of the stages and phases of
thematic analysis are not unique steps. In thematic analysis there is no one-size-
fits-all definition in what counts as a theme, but the researcher's own assess-
ment of it is central. In theme defining the flexibility is also important, as there
are no strict rules for theming. The researcher can define the themes of their
data in many ways, but it is important to do it consistently. (Braun & Clarke,
2006).

Thematic analysis can be done either data-oriented, i.e. inductive, or a
theory-oriented, i.e. deductive method of analysis (Braun & Clarke 2006). In this
study, the data-oriented approach was used which means that the themes are
strongly linked to the gathered data. However, Tuomi and Sarajarvi (2013)
pointed out that there are no completely objective observations, which is why it
is generally accepted that the observations made by the researcher are some-
how connected to the theory. Braun and Clarke (2006) have also said that it is
not possible to conduct research in a vacuum freed from all preconceptions. Re-
searcher should strive to recognize own preconceptions and approach the mate-
rial openly.

TABLE 4. The six stages of thematic analysis (Braun & Clarke, 2006; 16-23).

Stage Explanation of the stage

1. Familiarization with the data | Read data multiple times and in an
active way: start searching for pat-
terns and meanings. Write notes.
2. Generating initial codes Codes means the features of the data
that seems to be interesting for the
analyst. Identify the interesting as-
pects that might form the repeated

pattern.

3. Searching for themes Sort codes into potential themes. Use
for example tables and mind-maps.

4. Reviewing themes Themes are compared to codes and in

relation to each other. Creating a the-
matic "map" from the analysis.

5. Defining and naming themes | Refining the identified themes. Find-
ing the story of the analysis.

6. Producing the report Writing analysis results with exam-
ples and comprehensive comments.
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The analysis process is described in the table above. Thematic analysis consist
of six stages according Braun and Clarke (2006) and the analysing process can
be circular and not progressed linearly: all the steps can be repeated several
times and the researcher can move back and forth as needed. In this research
the analysis of the data started already in the interview phase when it was pos-
sible to make preliminary observations of the interviewees experiences around
the interesting phenomenon related to research’s topic. Already in the interview
phase some interest patterns from the data were noticed and writing the notes
started. If working with verbal data, such as interviews, the transcription is an
advisable way of familiarizing yourself with the data. It might seem a time-con-
suming activity, but a researcher will develop a much more thorough under-
standing of your data by transcribing it. (Braun & Clarke, 2006). While doing
the transcription some extra filler words were eliminated at the researcher’s
own discretion. After transcribing the material were divided into parts accord-
ing to the research questions which helped to get a better understanding of the
material as a whole.

Once the data has been thoroughly familiarized and a list of potential ar-
eas of interest has been generated, the second phase starts. Second phase means
you will produce initial codes from the data (Braun & Clarke, 2006). The initial
creation of codes from the material requires returning to the material repeatedly
(Nowell et al. 2017). Generating initial codes can be done manually or with pro-
grams. It is advisable to identify as many codes as possible because you don’t
know yet what might be interesting later. (Braun & Clarke, 2006). In this re-
search the code generation was made manually with colour coding. When there
were enough ideas about what the codes could be, each possible code was
given its own color and we began to mark points in the data that referred to a
certain code.

After identified the initial codes in the third phase the researcher starts to
sort the codes in to potential themes. Visual representation of data can be help-
ful to sort the different codes into themes. (Braun & Clarke 2006). In this phase
the each of the codes were marked under a theme. When the creation of the
themes started, some of the themes were found in the themes of the interviews,
but as the analysis progressed, they were further refined into their own themes.
In addition, completely new themes were formed based on the material and
theme undefined was added for the codes which could not be included in any
potential theme yet.

The stage number four means reviewing and refining your themes and
making the thematic map. Themes may also have to be deleted if there is too lit-
tle supporting material, or themes may have to be divided into new, separate
themes (Braun & Clarke 2006). The coded material excerpts are examined
within each theme, and it is considered whether they form a coherent pattern
(Nowell et al. 2017). Once the data had been coded and themed, the codes and
themes were revisited. At this stage, it was checked whether there were any in-
consistencies or overlaps in the naming of themes and codes. Themes were also
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combined and separated where necessary. The thematic map was created and
revisited several times to ensure that the theming worked.

Now when all the possible themes and sub-themes are identified, the fifth
stage is about defining and naming themes. Each theme is given clear defini-
tions and names and it is defined that what aspects of the data each theme cap-
tures, what is interesting about themes and why. Names should immediately
give the sense of what the theme is about so the names should be brief and con-
cise. (Braun & Clarke 2006). When there was satisfaction regarding theme de-
sign and made sure that no important material has been left behind, the themes
and their boundaries were defined even more precisely and conclusively. At
this stage the names were formulated to be most descriptive.

Last stage is to write a report and the aim of the theme analysis is to pro-
duce a report that is a coherent, logical, and interesting overview of the material
within and across themes (Braun & Clarke 2006.)
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5 RESEARCH FINDINGS

The purpose of this chapter is to gather all the data together and present the re-
sults of the interviews. The two main concepts of the study were data-driven
marketing and cultural change, and five main themes were defined under these
two main concepts. Five main themes were the definition of the data, the chal-
lenges of data-driven marketing, the ideal culture, communication, and new re-
quirements of the employee. These four main themes should be understood to
implement a data-driven marketing culture in a company. Under the four main
themes, 15 sub-themes were divided to make them more understandable. Each
theme will give direct quotes from the interviews. Below the figure of the
themes and the subthemes can be found.

What data is

Data sources

. Knowledge-driven marketing
Definition of data = =

Opportunities of data

Data fragmentation

Challenges of the data-

- - Data accuracy
— driven marketing

. Information security
/ Data-driven Y /
{

™ Learning culture
e "
_ Ideal culture Change management
e -
{ Culture Motivating people

Make data understandable

Communication Celebrating short-term victories

Co-working teams

Need for generalists

New requirements of the
employee

marketing J |

Data literacy and knowledge of data

FIGURE 2. Themes and subthemes of the research.

5.1 Definition of the data

One main requirement for the company who wants to do data-driven market-
ing, is to understand what data is, where you can get it and how you can utilize
data in marketing. First theme is “’Definition of the data” and it is distributed to
four sub-themes which are presented next.
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What data is

There were as many definitions of data as there were interviewees and it was
prominent fact that people see and define data in different ways. Most common
definition of data was that it can be numerical data or qualitative data. Espe-
cially interviewees from marketing agencies noted that data can also be non-nu-
merical data.

Interviewee B “On a general level, the word data is an abstract and difficult
word. It can mean either external data, which is obtained, for example, when
people share their age or gender on social media. It can also mean data that the
company itself has collected. Data can also mean, for example, weather data that
enables real-time marketing, even from an umbrella, when it is raining. Data
means many things, but the way I define it, based on data, it is possible to target
marketing to a certain target group very precisely.”

Interviewee F “"Then of course there is more passive data like, i.e., target
groups, media usage and channels, how are trends developing and how is our
customer's industry developing? How are seasonal, weekly, and monthly varia-
tions in the product they sell and broader of course, all the signals and trends.”

Interviewee C “"Data related to user experience, i.e., how people use the pages,
how deeply they scroll a page, how the user paths go there, so that we could use
it to develop the usability of our pages and the purchase paths there.”

Interviewees advised that data can be brand research data, employee data,
churn data, sales data, NPS data, AB-testing data, conversions, chatbot data,
data from marketing platforms, how many ads have been shown and how
many have been clicked on, marketing automation data and CRM data, data
based on website behavior, number of visits to the page, time spent on the page,
click-through-rates of e-mails, and the effectiveness of marketing investments.

Data is often way more broad definition of the knowledge than just num-
bers, and it should be considered when making decision. Interviewee E empha-
sized the importance of decision-makers considering which specific data is rele-
vant to the decision or question at hand.

Interviewee E “I think that the definition of data, what kind of data it is, is not
relevant. I think it is important to identify what is relevant to the decision in the
background and then the form or amount of data arises from the challenge or the
situation that we are solving. Data does not always need be numerical, because
it does not necessarily correspond to the situation in question, but we must iden-
tify the way to find the right kind of data for the challenge and then the means to
the situation that how we handle this data.”
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Data sources

After we know what data can be, it is principal to understand that where you
can collect data and where you can get it. Interviewees revealed that Google’s
tools are mainly used in website-analytics.

Interviewee C ""For web analytics we use Google Analytics, both the older Uni-
versal Analytics and the new Google Analytics 4. Various measurement and
conversion scores are entered into the website via Tag Manager, which is also a
Google’s tool.”

Marketing automation tools can gather information from multiple sources, with
HubSpot and D365 Marketing being two examples of such tools that were men-
tioned.

Interviewee A “In terms of marketing automation, you can collect a lot of data
there.”

Data can be collected from e-mail tools such as Mailchimp or Creamailer. Some
chat automation tools used are also Intercom and Leadoo.

Interviewee C “We also collect data from CRM, but it's basically sales data. So
how our deals, opportunities, leads are progressing and if they are won, rejected,
or lost, what are the reasons. On top of that, each marketing platform usually
has its own pixels that are fed into our web pages, which aggregates web page
behaviour from paid advertising perspective, which we then combine with our
own web analytics as well.”

Knowledge-driven marketing

Short definition of data-driven marketing is that in the context of marketing
those decisions are not based on feeling or conjecture but on knowledge. When
interviewees were asked to define the data-driven marketing and what kind of
data they collect, especially interviewees from external marketing agencies
highlighted that companies should use the word “knowledge-based market-
ing”” instead of “data-driven marketing”. Data tends to sound just numbers and
charts, but knowledge considers people’s experience too. Knowledge makes the
topic sound more humanlike.

Interviewee G “I always talk about knowledge management or knowledge-
based marketing because the data is the information. That data exists or is col-
lected from somewhere and its purposes can be different for what it is used, but
in general (data-driven marketing is) knowledge-driven marketing or marketing,
which is based on knowledge. And based on that data or knowledge, the accuracy
of hits is significantly improved.”
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Interviewee E “'(Data-driven marketing means) not making decisions based on
quesswork but on data or even data-derived information, so I still prefer to talk
about knowledge management than data-driven -- it's not just the data that
makes us smart but how we use it and what kind of conclusions we draw from
it.”

It is critical to understand that data should not be followed blindly but it gives
direction and can support conclusions. Data is often just numbers on excel but it
transforms to knowledge when we use that data.

Interviewee C “"Data does not make decisions alone; it is more of an enabling
factor in my opinion. That is, when we have the maximum amount of infor-
mation available, we aim to use that information to make more effective and
valid decisions and create hypotheses about what works and what doesn't work
and how we can develop marketing and its effectiveness. In other words, data is
in a way a tool that enables the monitoring of planning and development and
everything around it, so it is one important source of information for us.”

Interviewee F * Data driven is a very trendy word and it is a way to get to
genuine knowledge management, which also enables us to have a lot of
knowledge and understanding, so we can also deviate from that knowledge.”

Data is a tool, and it does not tell the whole truth and when you have enough
knowledge of the phenomenon, you might also have to deviate from the data
and numbers you have. Companies should listen to the data, but not forget the
long-term experience since the data is not always 100% trustworthy. What
comes to trustworthiness, we will go back to that in the next theme. It is im-
portant to understand at this point that data will not replace humans because
humans make the decisions based on data-derived information.

Interviewee F “'The use of reason is allowed. That's what people are employed
for, so that machines don't make all the decisions anyway. When leading with
data, the context comes around, because data is just for example, the click price
of this channel. But what do I do with that data? Why is it that it's like this?
How does it relate to something else? Really, the data just is. It doesn't do any-
thing, it just sits there.”

Opportunities of data

Data is usually used in companies to find ways to do things and business in a
better way. Often data gives a signal that something needs to be developed or
changed. Data can give hints that what direction company should take a pro-
cess or an approach and identify what is the right direction. Data can also be
used to identify what’s wrong with the process. An example of the use of data
could be a company completely abandoning an advertising channel because it
is determined, based on the data, that it does not serve the purposes for which it
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was intended. Interviewee A said that if data is not exploited, it is like walking
in darkness and in today's world, it is not possible to make any decisions or
choices unless there is data in the background.

Interviewee D "It (data) guides what we do, so that we can examine whether
the activities have been reasonable or not reasonable and what we should con-
tinue and what we should not continue. It also guides learning, so that when we
monitor what we do, we can learn what is worthwhile and what is not worth do-
ing.”

Interviewee C “"We track many metrics monthly to understand how our site is
performing, where is the traffic coming from and is that traffic generating con-
versions? Based on this, we adjust our advertising, our site development, con-
tent, page conversion optimization and try to get more business from it.”

Companies are using data to make informed and fact-based decisions so they
can get the best possible results from marketing. In marketing automation com-
panies use lead scoring to identify the potential prospect from a large mass of
people. Data is utilized to analyse the functionality of the website and optimize
customer journeys for better user experience. The numbers can tell us how the
landing page should be built or how the overall user interface design should be
done. When testing different variations of websites and ads, the data can tell
whether people are responding in the right way to the changes made. From
data you can see what activities are working and based on that make even bet-
ter actions.

Interviewee C “All of this (data) is really based on improving usability and be-
haviour so that people can use our sites and become our customers as efficiently
as possible. Everything we do is based on commercial metrics like how many
leads we can generate that end up as opportunities, and that's where the real
business comes from, so euros are looked at very closely these days.”

5.2  Challenges of data

Under this theme we were able to identify some of the most common challenges
or fears regarding data that companies should consider when implementing
data-driven marketing.
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Data fragmentation

The biggest challenge that all the interviewees identified was that data is frag-
mented inside various sources. It can be hard to find the data and bring it all to-
gether. Often systems do not communicate together, or the system does not
even store all the information.

Interviewee D “"Data is so fragmented, and it is in so many data systems.”

Interviewee B “"That is also the challenge of data today, that many companies
have a lot of data in themselves and get a lot of data, but it is extremely difficult
to combine it.”

According to Interviewee C, the company has not made sufficient investments
to ensure that the enabling technologies being used are advanced enough to ef-
fectively gather data and utilize it beyond manual methods. Interviewee A
mentioned that the number of tools is huge, and the tools are changing often.

Interviewee C “"We have to do a huge amount of manual work and dig the data
from different systems and combine it through excel. And in this case we have
come across several times that a person in a role has changed and the successor
is not able to dig the data in the same way, so the traceability and comparability
may suffer or we may not be able to collect the same data again when a system
has been updated to the extent that the data is not available in the same format.”

Interviewee B “"Companies very easily adopt individual tools that collect data,
but it is not integrated with other systems, so that they are kind of siloed, be-
cause the fact that you get the data to move between different systems usually
requires more work than, for example, buying such a tool. It is usually not con-
sidered.”

Interviewees were also able to identify a few systems that could help tackle the
problem of fragmentation. For example, Google Data Studio sheets and BI
(business intelligence) systems were mentioned. These programs are designed
to bring together the information scattered across a company's different systems
in one place in an easily usable and shared format. The interviewee C provided
information of the data warehouse, where group’s all data is transferred to for
employee use and from where it is further transferred to the Power BI reporting
for easy aggregation and review. In addition to that, different segmentation
tools are explored, that can be utilized to mine the data automatically and to
create various advertising audiences. These audiences can be targeted with dif-
ferent actions and their performance can be tracked closely. It seems that the
use of data in the group will become easier with these kinds of reforms.
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Interviewee E “’But with numerical data, for example, surely the easiest way is
to use dashboard technology to visualize it.”

Interviewee C "All the data we are now trying to put together in a data ware-
house so that it can be used for things like machine learning, reporting and this
kind of automation.”

Interviewee B pointed out that it is good to understand that you don't neces-
sarily need a lot of data to make it useful, for example in the consumer business
it is enough to know a person's gender and based on that you can control the
big categories and then give the final customer the opportunity to choose the
topic of interest. Often people can get lost into data because there is a lot of it.
Companies should remember to keep the data analysing simple at the begin-
ning.

Data accuracy

Companies use data to make decisions, but interviewees also highlighted that
data should not be dutifully followed. There might be situations where data is
not always applicable. When doing data-driven marketing it is crucial to under-
stand that data tells you certain thing, a piece of information and it may not be
applicable from all possible angles.

Interviewee C “"Often the data may show something that, on first observation,
may lead to conclusions that are not correct, so that is also worth looking at. It
has a huge impact on how that data is collected and from what perspective. A bit
like statistics, how we measure can influence and manipulate the outcome and
its interpretation.”

Interviewee B “’Data is not always terribly accurate as there are many contrib-
uting factors, such as ad blocking programs, that may well cause a lot of data to
be lost.”

Interviewee G “"The purity and authenticity of data on certain issues can be a
challenge. And the problem of making sure that the data that is used is actually
high quality, that it's not in any way unsustainable.”

Information security

Among the challenges related to data, security and legal issues were mentioned
several times in the interviews.

Interviewee B “"The EU and GDPR legislation, it's always moving forward,

it's always being refined, it's always changing and it's almost a full-time job to
keep up with that as well.”
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Many big companies tend to have own dedicated legal department and GDPR
unit to take care of the security and legal issues. Employees can feel that data is
a scary thing because of the information security, and it might not be clear to all
companies what data you can collect and what you can not collect.

Some other challenges interviewees mentioned were that company lacks
technical capacity to connect and use data, communicating problems, people
not understanding why they need to be more data-driven with their work. Em-
ployees might not have the understanding, why we do this and how this affects
in their life. Interviewee C mentioned that often when the organization is rela-
tively new, there may not be financial or human resources or skills and under-
standing to do the measurement of actions and data, even if it might otherwise
be quite easy. And then again, the bigger the company is, the older it is, the
more challenging it is to bring in different data management models from the
technical side. Interviewee E and F said that the big problem with data is that
people do not use it and one concern was that some employees might not even
have the access to all the information they might need to do the job successfully.

5.3 Ideal culture

Now when the previous themes have concentrated to the data-driven market-
ing, we will talk more about the cultural change and aspects of changing the
culture. What kind of culture should a company have to embrace the change to
a data-driven mindset? Interviewees felt that the company culture should be
open and encourage learning to make change more acceptable and easier to im-
plement. It is often perceived as difficult to learn new things and break old hab-
its so it might feel challenging to get people involved. Many people are inter-
ested to hear about the change but when it is time to actually do the new things,
people start to back away. Then company should be able to concretely divide
what employees should do into meaningful chunks rather than bringing the
whole change to the desktop at once. Incorporating the use of data into work
processes should be a natural and seamless part of the workflow, rather than
something that feels imposed or mandatory.

Interviewee C “’A company with people who understand the importance of data
and want to bring it into their work and use it to make decisions and take action,
this kind of data-driven capability tends to emerge more quickly and work more
effectively than in a company where there may be resistance to change because
utilizing data is a complex task, as it involves not only the collection of data but
also the interpretation of it.”’
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Interviewees agreed that implementing data-driven mindset it is quite long
path that requires companies to trust their employees and give them the free-
dom and independency to make decision based on data and knowledge. Com-
pany should also acknowledge, what kind of tools and how much time employ-
ees need to adopt the new mindset and give the time to study the data.

Interviewee F “"People need to be able to say that if this is the level that is re-
quired, then I need such and such things to be able to do it. Provide the keys to
success. People can say that now, when I sit in meetings, I can't spend time
looking at the data or I don't have access to it, or I can’t, or we don't even collect
this kind of data or whatever the reason is. Often there is internal issues pre-
venting change that management doesn’t even know.”’

Learning culture

With previous quote from the Interviewee F, we can jump into next sub-theme,
learning culture, which many interviewees brought up. Company must have a
strong learning culture to adopt new ways of working.

Interviewee E “"The demand that you must keep learning more and more has
only increased and in my opinion organisations have not sufficiently prepared
and given employees time to learn -- Give employees the opportunity to develop
and learn and give room for the growth of their skills.”

Interviewee G * You must be awake and learn new things, to be ready so that
the information flows and gives you opportunities to develop, whether it's train-
ing or other internal workshops.”’

Interviewee G also highlighted the importance of internal promoters, who inde-
pendently drive things forward in the company and are enthusiastic and will-
ing to learn new things and create enthusiasm from within. But since not every-
one can be the internal promoters, company needs the learning culture which
encourages slower learners to embrace new processes.

Change management

Company needs change management to help employees to implement the data-
driven mindset. Pushing for change evoked different ideas among the inter-
viewees. Some felt that change should come from the top to down.

Interviewee E “'In my opinion, management must first set an example of how
to implement such data-driven activities, and employees must be given power
and also responsibility for what they do.”
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Some interviewees felt that change can start from the bottom up with the em-
ployees, but the change always requires the support of the management to take
off and actual implementation plan.

Interviewee C ““For change to work, it should come from the top to down and
from the bottom to up so that it takes root, so that it becomes like a culture of ac-
tion. -- These things can even come from the bottom up, from the experts, be-
cause they see that this must be done in a data-driven way to get results, but for
it to trickle down to the whole organization it requires that the management is
also committed to it and pushes the strategy forward. The management acts as
an enabler and often such training and so on comes along quite quickly so that
people learn and understand what it means in practice.”

Interviewee C “"The knowledge and understanding of experts has grown much
faster than understanding of the peoples in the management positions, for exam-
ple. And on the other hand, it is quite natural that when there are many young
people who have used digital devices all their lives and it is a way of life that the
systems are there alongside and are used for everything possible. It comes natu-
ral for them that when decisions are made, they should look at what has hap-
pened in an advertisement. But then there are a lot of people at senior levels for
whom it's not natural and they don't understand the big picture. In such situa-
tions, quite often there are leadership challenges and cultural challenges, not un-
derstanding how important and big things they are, but assuming that when
you add a strategy to a road map without an implementation plan, things will
move forward, even though this is not the case.”

Interviewee F explained that often when the need for change comes from the
employees, the change will get implemented easier. When the need for the
change comes from the employees, it feels more relevant for the employees.
Open culture also enables employees to open their mouth and say if there is
something wrong with the change and its management process. Often if the
change is perceived as difficult, some things are left undone or if there is no
management support, it is not implemented. Initially, management should
oversee that the data collected is used and remind the team about the data.
Clear communication is needed to remove difficulties and fears about the
change.

Interviewee A “"The glorification of the strategy is needed. If you decide to
change, or to go down a certain path, the strategy should be sufficiently clear
and well-illuminated as to what direction you should go in and what kind of
measures you should take.”

Strategy and why we do this should be clear for everyone affected by the
change. People need to see why they need to change their way to work. Can be
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stated that change always needs the support of both management and staff. In-
terviewee B highlighted the working partner-thinking, where people can get the
support from each other. Company’s culture should support the employees in
challenging situations.

Interviewee B "I think it's very important in the culture to have a certain kind
of partner thinking that I've been calling for, where people are not left, that this
is your individual’s responsibility, but this is your and you work-partner’s re-
sponsibility. Because these things are really complicated, there's always a big
possibility of misunderstanding, so you would get a certain kind of support from
each other. And that you get the support of the whole organization is a com-
pletely absurd claim because you will never get it. But ideally, we would be able
to create a culture in the work community that you always get help from each
other and have a low-threshold opportunity to get help in challenge situations
and accordingly when someone does something well, give that person so as ap-
plause and honor.”

Motivating employees

Motivating people emerged as a key issue in the interviews. Management
should be able to keep the employees motivated to the change.

Interviewee C “It's really hard to go out and make that change, especially if
you don't have the motivation. So, I would say that in order to be fully data-
driven, the company must find the will to use it from the top management to the
executive level, or at least have the tacit acceptance that even though this is not
my natural way of doing things, this is the way to do it.”’

Interviewee F and B highlighted the fact that every employee has their personal
motivations for waking up every morning and coming to work. There might be
different ways of motivating employees who are working just to pay their mort-
gages comparing to employees who are ignited by the idea of developing some-
thing new or want to advance in their careers. People can be supported in rela-
tion to the big change through their own motivation. Every employee should
have the vision clear in their heads. A vision to guide the whole company
should be motivating in addition to the person's personal motivation.

Interviewee F * It (motivation) comes from really understanding, why are we
doing this? The direction, where we're going? The reason why we're going
there? The goal has to be there, what's wonderful about being there? To high-
light through the conversations, what makes a difference in your everyday life,
what's good about it hopefully then. Something gets left out, you don't have to
do so much of something, you can focus more on something else, for example?”
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5.4 Communication

All the interviewees emphasized the significance of communication when it
comes to changes. If the company do not communicate clear enough, change is
almost impossible. Implementing data-driven marketing is often a long process
and that’s why the communication should be cyclical and steady, and employ-
ees should be kept up to date with where things are going. It is important that
everyone understands where we are going and why we are going there. Goal
needs to be truly clear to everyone, and it requires repetition.

Interviewee A “"Do we all in the team understand in the same way what direc-
tion we are going in? And that is perhaps something we should be able to com-
municate better and better, what is the big picture we are trying to achieve, so
that anyone could be able to make decisions about their own work.”

Interviewee F “It should be so that if someone wakes you up in the middle of
the night and asks you why we're doing this, you can answer in the same way as
everyone else, and not because the leader said we're doing this.”

Like interviewee A said, the more team members understand, the more confi-
dent they are about their work and decisions. And understanding requires two-
way communication, dialogue. Employees should feel heard and be able to
communicate to the management if something feels hard or nonsense. Commu-
nication can help overcome fears and uncertainties.

Interviewee E ""Dialogue is needed, like why does this seem so difficult, why
don't you find this useful. And then management should really hear people's
concerns. Usually, it helps people to say that I'm a bit stressed now, that I feel
that I have too much work or something. And then once you've said it out loud
it's easier to move on.”’

Make data understandable

Interviewees identified that one problem with data can also be that people do
not understand what using data mean to a company and that can be seen as a
communication-related problem. It is important to identify and make it clear
what does data mean to the company. How it will benefit the employee, can
data make the work easier? What it means in an everyday life in concrete
terms?

Interviewee F “"We talk about data-driven culture, it can easily sound a bit

trendy and something like "since everyone's talking about data, so now we're
talking about data too". Why, what does this bring us? What does it mean in
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concrete terms? We have to go right into the everyday processes of what we do,
when we have a data-driven culture.”

Interviewee B “'Data itself is a very abstract concept, it is such a generic term
that it can mean many different things. You should also understand what it
means in the context of your company.”

Problem is that people inside the company might not understand, why we are
doing things data-driven and how this actually affects to an individual’s life.
Data needs to be as accessible as possible to everyone. Company needs to un-
derstand, what kind of data does we need and who needs it in their work.

Interviewee D “"The information should be open and easily accessible and there
would be an understanding of why and who needs the information.”

Celebrating short-term victories

One common theme among interviewees was celebrating and noticing short-
term wins. It is important to notice what small things are done right to keep
people positive and motivated.

Interviewee C “’Should more remember to look in the rear-view mirror and cel-
ebrate successes.”’

Interviewee F “"There must be milestones, which can then be celebrated to-
gether. Find those things that have been done and are visible somewhere.”

Interviewee B “"We should above all celebrate the kind of small victories that
come all the time and encourage people because these (data-driven projects) usu-
ally require work and when you do new things you are always at the extreme
limits of a certain kind of comfort zone and then you fall into a very uncomforta-
ble zone.”

Interviewee F “You must get really small quick wins to start with, although re-
ally changing the culture is a slow process, something tangible has to come
pretty soon.”

Interviewee C pointed out that while marketing successes are reported to the
company's management, group management, and board through various re-
ports, there is still a lack of culture surrounding the internal sharing of these
successes with a wider audience. Or, on the other hand, also failures, so that
employees can learn and share information more effectively. While interviewee
D mentioned that success stories are shared during the group's monthly mar-
keting meetings, and that these meetings cover not only data-related successes,
but also information on other marketing success factors and projects. However,
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interviewee B pointed out that short-term metrics are not the best for data-
driven marketing, but things need to be looked at in the long term, even if small
successes are celebrated at regular intervals.

Interviewee B “’Data-driven marketing projects are usually long, and the suc-
cesses associated with them need to be measured by many indicators. Short-
sighted indicators, which increase the use of the website for example, are funda-
mentally bad, they should be looked at in the longer term.”

Co-working teams

Interviewees revealed that nowadays company’s teams must work well to-
gether. Data-driven way of working has brought teams closer to each other.
Marketing department needs to work with sales and IT team and communica-
tion should be fluid. Interviewee B and G mentioned that especially sales and
marketing should work well together.

Interviewee B “’A successful project like this requires both marketing and sales.
You need data from both ends, marketing, and sales.”

Interviewee G “Sales still does a lot of its own stuff and marketing does its
own stuff, but at the end of the day, especially in this kind of data-based market-
ing, where concrete results are increasingly sought, sales should be telling mar-
keting that we want this, that or the other, and marketing should understand
that we have this and that data on the target groups that sales wants to reach.
and when sales want something, whether it's meetings or direct sales or what-
ever, we should do it together. The goals come from sales and the marketing team
has to implement and refine the way it works.”

Teams can use each other in decision making which can help to make better de-
cisions and avoid decision-making biases. Interviewee D also mentioned
Growth Hacking teams which usually combine people and skills from different
departments. Interviewee A said that opening the cause-effect relationship and
success through the organization is an important job.

55 New requirements of the employee

New way of working always requires new skills. People working different roles
have individual key skills related to data, i.e. there are not just one or two key
skills people should have when working with data-driven marketing. However,
the interviews did identify a few characteristics that everyone working with
marketing data should have. Under this theme, two sub-themes were chosen,
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one sub-theme to data-related skills and other sub-theme to discuss about the
need for generalists.

Need for generalists

Interviewees agreed that the range of skills required of marketers has increased,
and marketeers need to understand a huge variety of channels, and a much
broader range than before.

Interviewee E “"You need to understand really big entities and somehow, I feel
that the decision-making jungle has become even deeper, there are so many op-
tions in technology, for example, that you need to understand who you need
around you in order to get the best possible information for your decisions.
Maybe it can be summed up in some way in terms of skills requirements, that
the elements you need to learn and know are so much more.”

Interviewee E “"The media is so fragmented that at the operational level you
need to understand a huge number of different channels and even the means of
advertising effectiveness. And at the same time, you need to analyze data and
make decisions based on it to make advertising more effective, and on the other
hand there is a lot more technology in the organization. This may make your
work easier, but on the other hand you also need to be able to use different tech-
nologies much more than before.”

Interviewee A mentioned that there is no there is no single important skill, but
the skill comes from being able to acquire different skills and knowledge and
combine them together. Interviewee F suggested that people should be very ag-
ile and have that resilience, because companies plans are changing constantly.
Common idea was that since the new skills are coming constantly, we need
generalists now more than before.

Interviewee A “"Marketing requires so much broader skills than, for example,
10 years ago. You have to manage much larger entities and that creates a chal-
lenge for future marketing, how marketing teams stay on track, what they
should be able to do in the future.”

Interviewee G * The need for generalists is really big, you need to be able to do
a lot more with one person and know a lot more than before, when it (marketing)
was more straightforward.”

Interviewee C “"There needs to be a huge increase in skills, you need a variety

of different kinds of specialists or multiskilled people who can do a variety of
these things.”
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Interviewee A “’Could it be that the era of the specialist is slowly coming to an
end and the generalists are the winning group in marketing, I don't know.”

Data literacy and knowledge of data

When company starts using data with their marketing, employees need data-
related skills. The interviews showed that when it comes to working with data,
it is essential to have data literacy and a comprehensive understanding of
where data can be sourced from as it is present in various areas. Employees
need to be able to analyze data and make decisions based on it, and at the same
time be very flexible because data is constantly changing. Constant testing and
optimization are daily occurrences and opportunities need to be identified from
the data.

Interviewee F “’An understanding of where we can get the data from and
whether we can then develop our activities in some way in the direction of col-
lecting even better data on some things that we do not yet collect.”

Interviewee E “'Data literacy is currently something that everyone should have
at some level, and I don't think there is enough investment in the organization
at the moment for everyone to be able to make decisions from data.”

Interviewee G A mind change, that the authors would first understand what
the data enables, how to handle it correctly and how to analyse it, so that it is
not just a number or some comments, for example. When you really know how
to handle data, it becomes useful information.”

Interviewee F “’Of course, there is a huge amount of data, so what we are now
talking about here is the understanding that you can at least ask the right ques-
tions.”

Data literacy was mentioned several times and interviewee E said that employ-
ees must have time to learn and assimilate new skills especially data literacy.
Interviewee E told that employees can definitely learn data literacy from books,
like the analysts who went to school on it. People can learn the basics from
books, but experience brings a broader perspective to data interpretation. Expe-
rience allows you to humanize the data, because if you are completely book-
learned, then you can be driven to interpret the data too literally. Through expe-
rience you can connect the red threads here and there and, in a way, you need
both lessons: the lessons of experience and the lessons of the book. Also, once
you have the data literacy skills, you can also confidently deviate from the in-
formation that the data gives you.

Interviewee C “Interpretation of data, which means understanding that it tells
you a certain thing, a certain piece of information, and it may not be applicable
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from all possible angles. So, a particular piece of data may not always be valid
and its use may not always be applicable to everything.”

Interviewee F “’Offers the possibility that when we know, this time we can de-
viate from it. And, in the end, is there an absolute right or wrong answer?
Maybe the data is just pointing in the direction that maybe it's worth running
in that direction now and taking a look for a while. But you can also deviate
from it. That it's not slavish.”

One interesting idea came from Interviewee B about the new concept in the
companies. Companies should have the data storyteller, whose job is to tell con-
crete story about the data, what it means and what it tells us. This way, not eve-
ryone has to be a master of data, but there would be a person in the company

who takes the data and puts it into a narrative form that is understandable for
all.
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6 DISCUSSION

The study sought to understand how a data-driven culture is instilled in em-
ployees and what the company culture should be like to make the adoption of
the new mindset as easy as possible. The data collection method of the empiri-
cal part was semi-conducted interviews and seven people were selected for in-
terviews from managerial or expert positions. Four of the interviewees worked
for the group and three worked for external marketing company. The discus-
sion chapter provides an in-depth analysis of the research findings, breaking
them down into distinct topics. The study used an inductive approach, which
means that the themes found were strongly linked to the data collected. First,
the theoretical contributions are discussed in comparison to earlier studies, with
the aim of understanding their findings. The paper then provides a managerial
perspective that connects the findings to the case company and offers a practical
guideline for the case company to follow. Lastly, this chapter provides the eval-
uation and the suggestions for further research. The following is a recap of the
three research questions of the study.

RQ1:
What kind of culture should the marketing department have in order to success-
tully implement data-driven marketing mindset?

RQ2:
What qualities and knowledge of data-driven marketing should an employee
have in order to be better equipped to adopt a data-driven mindset?

RQ3:
What are the possible threats or challenges when implementing data-driven mar-
keting culture?

The first research question aimed to find out what kind of culture a company
should have in order to be receptive to data-driven way of working. The second
research question seeks to answer what capabilities an employee should have in
order to be open to a data-driven mindset. The third research question sought to
identify the potential threads or challenges that a company should consider when
moving to a data-driven culture.
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Culture characteristics Employee characteristics

1. Culture needs to be open for the communication and 1. Employee has to understand where to get the data
have the ability to communicate clearly the vision, and what kind of da‘[q is needed

strategy and the goals of the change 2. Employee should have data literacy to know what

2. Culture must encourage to learning through ) ) data says )
analysing and experimentation 3. Having a receptive and adaptable mindset towards
3. Keep employees motivated by celebrating short- change, along with the ability to rapidly acquire new

term wins skills and adapt to different working methods.
e Implementing data-driven N

marketing culture

Possible threats and challenges
1. Teams do not work and communicate
together
2. Data is fragmented
3. Leaders fail to communicate the vision and
therefore employees do not stay motivated to
the change

FIGURE 3. The main findings of the study broken by research questions.

Above the main findings of the study can be found, presented according to the
research question. This study highlighted the significance of an open and trans-
parent company culture that promotes effective communication and possesses a
clear vision. It is important for the company to foster a culture of learning, anal-
ysis, and experimentation. Study also proved that company should be able to
keep employees motivated and celebrate short-term wins together. While defin-
ing the most important employee skills, understanding of data, data literacy and
the ability to learn new skills quickly emerged. The potential threats and chal-
lenges that can arise when adopting a data-driven marketing culture are pre-
sented at the bottom of the figure. Potential threats include communication prob-
lems between teams, data fragmentation across systems and the inability of man-
agers to communicate and manage teams, leading to a lack of motivation among
employees. The managerial implications section presents the results in more de-
tail.

6.1 Theoretical contributions

The theoretical framework of this study supported the idea that company cul-
ture plays a role in how employees perceive a new way of working. Adopting
data-driven mindset requires efforts from both employees and managers and
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the new culture should be implemented bottom-up and top-down. The empiri-
cal part of the study found that change requires a clear vision and strategy that
is communicated to the employees, and this finding is supported by Kotter
(1995), Schein (2017) and Salminen (2022). In 2017 Schein stated that the goal of
the change should be clear to everyone before starting the change process. Inter-
views consistently highlighted that company should be clear of the reasons that
why is the company implementing the data-driven way of doing marketing,
what is the future of this change and what does the employees benefit from it.
Well-defined goals and objectives are important for both individuals and com-
panies. For individuals, it can provide a sense of purpose and direction. For
companies, it can help to motivate employees and guide strategic planning and
decision-making. Kotter (1995) presented that change requires encouraging em-
ployees to risk-taking, new ideas and activities, the powerful communicating a
link to good results and new practices and short-term wins. All of these themes
presented by Kotter were presented in the interviews too. This research shows
that many of the eight parts of Kotter's theory of change still apply, and the im-
portance of communication has only increased.

The case company should learn to make extensive use of marketing auto-
mation now that its deployment is complete, because as the theory (Wood,
2015) suggests, marketing automation can use data in ways that humans can-
not. By automating the day-to-day tasks of marketing, you have more time to
look at the data and make better decisions.

Interviewees pointed out that learning new things and habits is often dif-
ficult and painful to the employees and Schein’s (2017) theory of the process of
unlearning being uncomfortable supports it. Change may involve acknowledg-
ing that previously held beliefs or assumptions were wrong or incomplete. It
may also require individuals to re-examine their own biases and assumptions,
which can be a challenging and uncomfortable process.

Interviews suggests that when making decisions, it is important to be
strategic about the data that is collected and to focus only on the information
that is relevant to the decision at hand. Collecting too much data can be over-
whelming and may not necessarily lead to better decisions and this theory is
supported by Jeble et al. (2018).

The research suggested that if marketing is done solely based on data,
brand recognition may suffer because brand advertising may not yield short-
term results, unlike tactical marketing, and the study by Johnson et al. (2019)
supported this observation of the interviewees. Furthermore, the research
showed that human creativity and decision-making skills are also needed, i.e.
data alone does not make decisions but only provides direction and this theory
was supported by Bumblauskas et al. (2017). It is crucial to recognize that data
cannot completely replace human decision-making, as ultimately it is humans
who use information derived from data to make informed decisions. Kiron et al.
(2013) demonstrated that analytically challenged companies have four charac-
teristics in common that separates them from the companies that utilize data
well. Those characteristics are data deficiency, weak information value chain,
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lack of collaboration, and no key driver to use analytics. These challenges such
as company not having data to utilize, or not knowing where to find it, prob-
lems with communicating and sharing information among individuals, lack of
co-operation and no key driver to use analytics were also identified in the inter-
views. If company has no key driver to use analytics, it can be seen as a vision-
problem because company fails to communicate the clear vision, why we are
using analytics and data.

To drive the change, Hill and Jones (2018) recommended the involve-
ment of external consultants in certain cases, as internal personnel may be too
closely involved with the situation. However, the use of external consultants
did not come up at all in the interviews, so in this respect this study cannot sup-
port the theory Hill and Jones. It can be concluded that in the group, consult-
ants may not have been used in the past in such change situations. However,
the researcher knows that within the group, consultants are used, for example,
for the implementation of more technical, big entities.

6.2 Managerial implications

The study revealed findings that will help develop the company's marketing
culture in a more data-driven direction. First, marketing department should be
able to identify, what kind of data do they need and where to get it from. Sec-
ondly, it is advisable to centralize all data in one location to facilitate its utiliza-
tion, since it saves employees time and effort when they don’t need to search for
data across multiple platforms.

One of the key themes that emerged from this research is the significance
of fostering a culture of learning. Encouraging employees to actively seek out
new knowledge and explore creative ways to utilize data in their day-to-day
work can be crucial for success. Schein’s statement (2017) suggests that a culture
of learning should prioritize and place high value on two key elements: reflec-
tion and experimentation. Reflection refers to the process of taking time to think
deeply and critically about one's experiences, actions, and decisions to gain in-
sights and understanding. Experimentation, on the other hand, involves ac-
tively trying out new ideas, approaches, or strategies to learn and improve.
Based on the interviews, it can be said that the company culture should encour-
age bold experimentation and analysis of results. When something is done, we
are forced to look back to see how the desired things were achieved and, if they
were not, why this happened. The company should encourage its employees
not only to try different things, but also to analyse the results and ask for feed-
back.

A learning culture requires communication to succeed. Based on the
analysis, it can be deduced that communication is extremely important for mak-
ing the change to the data-driven mindset successful. The strategy and vision
for the change should be clear to all employees involved in the change. Leaders
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must be able to communicate the vision clearly, and the strategy for getting
there. The results and interim information on where we are going should also
be widely communicated throughout the organisation. By prioritizing effective
communication, the desired change can become ingrained in everyone's mind-
set and integrated into daily work routines. As highlighted in the interviews, it
is important to continually repeat and reinforce these changes until they be-
come second nature to the employees, even if it may feel too repetitive for the
managers. Effective communication should be a two-way process, with dia-
logue being essential to ensure that employees feel comfortable raising concerns
or providing feedback if something is not functioning correctly or requires at-
tention. For example, there may be situations in a company where employees
do not have the right tools to implement data-driven marketing. The depart-
ment’s culture must be an open learning culture, where you dare to ask for sup-
port.

This study also suggests that employees should be motivated to change
and rewarded when they are successful in implementing a new approach. Cele-
brating small milestones together and highlighting successes is an important
part of keeping employees motivated. This part also contains communication
because the victories achieved should be communicated widely to the organisa-
tion. Previously, the company held a monthly info session every month, where
each team had the opportunity to share their successes and future focus-areas.
It has been suggested that this practice be reinstated, as these briefing shares in-
formation across teams and maintains good communication.

One interesting thing about the term data-driven marketing emerged
when experts from marketing companies were interviewed. All of them sug-
gested that companies should be using the word knowledge-driven marketing
instead of data-driven marketing. Data is often seen as all possible numerical in-
formation that can be obtained. We need to remember that data can also be
qualitative data such as the output of interviews, people’s feelings, thought and
experiences. Incorporating a more humanistic approach towards data may en-
courage individuals who do not feel comfortable working with numbers, to use
data in their work.

The above answers the question of what a company culture should be
like. The next research question was what can employees themselves invest in
in order to be as receptive as possible to the adoption of data-driven marketing?
It is important for employees to acknowledge what is the relevant data for their
work and understand that the quality of data is more important that it's quan-
tity. Every employee should have some level of data literacy so that they can
make informed decisions based on the data and evaluate the success of market-
ing efforts. Using data and sharing the knowledge can help deleting decision
making biases. Employees should study data literacy through books or have the
training provided by their employer.

Research suggests that today's employees are being asked to do more
than in the past. The skills required of employees have increased as marketing
has become more distributed across multiple platforms. Marketers need to be
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able to deliver the right material, on the right platform, at the right time, at dif-
ferent stages of the buyer's buying journey. In addition, marketing is changing
rapidly, so employees need to be open to change and ready to learn new things.
Resistance to change won't get you far. This research suggests that companies
should give the marketing employees couple of hours per week to study the
area needed.

When it comes to the key issues that companies need to consider before
adopting a data-driven approach to marketing, the main concerns include frag-
mented data sources, communication obstacles, and the need for effective team-
work. All data should be collected in one place, making it easier to use, so em-
ployees don't have to spend time hunting for data from different platforms. As
revealed in the interviews, the company is investing in power BI reporting and
data warehousing solutions and such solutions are vital to make data more ac-
cessible and available to all who need it. Marketing department should ensure
that communication works between the sales department and it-department.
Successful marketing requires input from the other teams too and the market-
ing department has invested in this by creating a growth hacking team made up
of different people from the company. Growth hacking also emphasises learn-
ing through experimentation. The marketing and sales teams in the case com-
pany operate collaboratively due to the company's smaller size, which pro-
motes smoother communication and regular joint meetings. This is considered a
benefit of being a smaller organization.

The study found that the group is already investing heavily in data-driven
marketing and its importance is recognised and this will spread to the marketing
department too. It is the most important step in this change and fortunately it has
already been taken. The marketing department is well equipped to put data-
driven marketing into practice, because the company is quite small, so things are
still agile, and in addition to that they still have the knowledge and support of a
large group around them.

6.3 Evaluation of the study

The goal of this research was to increase the understanding of how a data-
driven mindset can be successfully implemented in marketing department by
identifying factors affecting the implementation process. To explore this subject
comprehensively, a qualitative research approach was chosen, utilizing a case
study research strategy. The evaluation of research quality differs between
quantitative and qualitative research approaches. Quantitative studies tend to
have more defined research methods and standards to measure quality, making
them more straightforward and easier to evaluate. In contrast, qualitative stud-
ies involve more diverse methods and standards, making their evaluation and
reporting more challenging. (Hirsjdrvi et al., 2005). The quality of data gather-
ing, and analysis are influenced by the researcher's subjective interpretations.
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The empirical data is based on the researcher's observations and what is rele-
vant in her opinion, as well as the researcher’s understanding of the situation.
Moreover, the analysis process is highly dependent on the researcher's conclu-
sions, interpretations, and reasoning. These factors should be considered when
evaluating the quality of the study.

To increase the veracity of the study, interviews with experts from out-
side the company were also conducted. If all the interviewees had been internal
to the company, the company's own current culture and ways of doing things
might have distorted the results. By interviewing external experts was ensured
that the responses were diverse.

This research should be viewed as providing a specific insight into the
case company, as the results are not applicable to other organisations due to the
unique elements of the organisation that have shaped the findings. The aim was
to look in depth at the phenomenon under study in the case company and the
aim was not to find generalisable results but to describe the phenomenon and
make observations taking into account the context of the case company. How-
ever, this research still provided the useful information of the phenomenon of
data-driven marketing culture implementation, that has been scarcely studied.

Challenge of the study was that people interviewed were not culture
specialists or change management specialist so the idea of how to implement
the cultural change was mainly interviewee’s own ideas and based on their pre-
vious experience. However, most of the interviewees had for many years’ expe-
riences of management and leading people so they did have the vision of how
people are managed.

6.4 Suggestions for further research

The study reveals a wealth of potential areas for further research. This study
demonstrated that change management is a topic that evokes many opinions
and perspectives from individuals. It could be interesting to dig in deeper to
change management process when moving into data-driven marketing. In the-
ory, there was talk of using external consultants in the transition to a data-
driven marketing approach, but this did not come up in the interviews. How-
ever, it would be worthwhile for the company to explore this possibility and to
continue research into whether it is useful to use external consultants in this sit-
uation. As the research progressed, it was noticed that while change manage-
ment is a much-studied topic, change management, which is only situated in
the marketing field, has not been studied. It would be interesting to see if
change management models change in any way from the usual ones when it
comes to marketing change.

The idea that companies should talk about knowledge-driven marketing
rather than data-driven marketing came as a surprise. On reflection, it makes
sense. Data by itself doesn't make decisions, as already mentioned, but it does
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point the way. People ultimately make decisions based on data, which can be
numerical data, or experience data, for example. In the future, it could be ex-
plored what data means to the employees who work with marketing. Whether
it is seen as a trend word, which may even have a slightly negative stigma as ar-
gued in the interviews.
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APPENDIXES

Appendix 1 Interview questions

Warm up

1.
2.
3.

Current role?
How long have you been working in your current role?
How long have you been working in marketing field?

Data-driven marketing

4.
5.
6.

7.

10.

11.

Define data-driven marketing in your own words.
What is data-driven marketing’s role in your current position?
What kind of data do you collect?
a. and what tools do you use in data-collection?
How do you utilize the data you collect?
a. what kind of decisions do you make based on data and how do
you use data in the decision-making?
How are the data insights generated into real actions? What are the
steps?
How do you document and protect the created knowledge (about the
data) in your organization?
What do you feel are the most important skills in your job related to
data-driven marketing?
Biggest issue with data?

Creating culture
12. How do you communicate the success-stories related to data-driven mar-

13. In your opinion, should the whole marketing team be involved in deci-

keting in your organization?

sion-making? If yes, how

14. What do you see as the biggest barrier to leading a change of a new cul-

ture?

15. How do you feel the marketing has changed during your time working

in the marketing industry?
a. How has marketer's role changed? (what new skills does one
needs?)

16. What's the organization’s culture role when adopting data-driven mar-

Final question: Is there anything I have not asked regarding your experiences

keting?

that you'd like to tell me?
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