Business customers of industrial companies are ushering in an era of “Industrial
Consumerism.” That is, they are demanding the same sorts of multi-channel
customer experiences and seamless interactions they enjoy in their B2C lives.
Few industrial companies are prepared for the transition. And as experiences
become critical drivers of sales in the “New,” many companies will surely leave
revenue on the table. Others, however, will rise to the challenge. They will reimagine
the role of marketing as a prime contributor to frontline growth and competitive
advantage. And they will rethink how their Chief Marketing Officers (CMOs) can
work with their organization to attract, engage and retain their business customers
along the entire lifecycle.
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The era of the Living Business
Today’s evolving customer expectations present forwardthinking companies new opportunities to be relevant and
distinguish themselves.
By focusing on the experiences that customers want—in addition
to the products and services—companies can create nextgeneration personalization or “hyper-relevance”.
Companies that achieve this have become Living Businesses.
They put customers at the center of their thinking and
continuously adapt to achieve total customer relevance and
sustained growth.1
There are several ways industrial companies can progress, i.e.,
expanding the range of customer propositions beyond products
or services to include highly satisfying end-to-end experiences
and solutions to customers’ most pressing problems. They can
replace traditional siloed and sales-led approaches to customer
engagement with more responsive and collaborative models.
Importantly, they can also create new online experiences and
purchase options, which are increasingly important for today’s
business customers.
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of industrial buyers
research at least half
their purchases online

of industrial buyers
compare products
online

By 2025, it is expected that

of sales will happen
online

of sales will be
online-induced2

Living Businesses deploy digital technologies to continuously
retain a customer focus.
Today, application and needs-based configurators, interactive
product pages with buyer-enablement features, and chatbot
interfaces capture and sustain buyers’ attention as never before.
At the same time, digital advances provide companies new ways
to make their sales forces more effective.
Automating simple activities frees their time for more sales,
and introducing online advice and support services helps them
close the deal. Even field service teams, through predictive
maintenance, have tools to continually strengthen the customer
relationship.

In a digitally enabled Living Business,
the customer experience (CX) is
everyone’s responsibility.
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A new role for marketing
Transitioning to a Living Business will
affect many areas of the industrial
organization, but none more than
marketing.
Traditionally, CMOs and their teams
have been expected to create marketing
content and campaigns and ensure the
company’s products and solutions are
showcased at industry events. These are
important ways of building customer
interest, but they keep CMOs one step
removed from the direct “relationship
selling” activities that characterize the
industry. However, today’s customers
expect to use online channels to learn
about products, services and companies,
and increasingly to actually purchase,
bringing the CMO closer the customer.
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The emerging era of engagement and
relevance enables CMOs to contribute
in new ways and—along with their sales
and service counterparts—create the
experiences their B2B customers demand
and deserve (see Figure 1).
CMOs have the opportunity to take the reins
and shape the online marketing strategy.
They can identify needed resources and
manage the online experience—which is
more and more critical—at the beginning
of the sales cycle. This also benefits the
other owners of CX—namely the sales
organization, technical field service teams
and even the Chief Digital Officers,
whose organizations provide new tools
for customer engagement. A CMO-led,
front-end focus on CX primes the pump
for solution and relationship selling.

86%

By meeting customers’ growing expectations
for the kind of personalized content, videos,
calculators, FAQs, chatbots and other
online/mobile features they are accustomed
to when making their personal, day-to-day
purchasing decisions, CMOs can help retain
revenues that might otherwise be at risk.
We’ve found that companies that achieve
the type of hyper-relevance that B2B
customers now expect are three times
more likely to achieve above-average
revenue and profit growth.3
By 2025,

of industrial purchases
will occur online

Online

FIGURE 1: CX OWNERSHIP ACROSS THE PURCHASING FUNNEL
As industrial B2B customers shift from offline to online along all stages of the purchase funnel,
B2B digital commerce has become the new reality
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Zero out
the past.
Zero-based principles
will help CMOs rethink the
marketing organization.

A zero-based mindset focuses on agility
over austerity, visibility over guesswork,
and the future over the past to fuel growth
and competitiveness. Applying zerobased principles will help CMOs rethink
the marketing organization. It means
redesigning the organization with a clean
sheet, focusing on needed skill sets to
create an organization able to capture
front-end revenue potential.
In traditional sales, marketing represents
just 2 to 4 percent of sales, general and
administration (SG&A) costs. As the
industry embraces digital commerce,
marketing’s allocation will need to be much
larger (see Figure 2). The same is true for
investments in digital technology. Product
information systems will be particularly
important.
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Finding the money to fund front-end CX
initiatives will be difficult. That’s because
SG&A budgets are routinely rigid. Giving
CMOs a larger share for online tools and
presence means shifting funds from
traditional structures that rely heavily
on a physical field force such as sales.
As co-owners of customer experiences,
CMOs must be ready to prove business
value. A zero-based budgeting (ZBB)
approach will help pinpoint the precise
level of funding that will be necessary
to introduce the tools, capabilities and,
ultimately, the experiences that will set
the company apart.

FIGURE 2.
SG&A will shift from sales to marketing and fulfillment

Traditional sales
(% of cost)

Sales & Marketing cost % of turnover
20- 25%

8 -15%
6 -8%

Industrial
equipment

OES

Consumer
durables

Source: Accenture project work, 2018
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Digital commerce

Marketing

2-4%

Much larger

Sales

11-15%

Much lower
Larger

Order fulfillment and
customer service

2-4%

Data and technology

2%

Other overheads

2%

Much larger
The same
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Reinvent
the present.
CMOs need to embrace
concepts of Living Marketing.
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As a first step to redefining their role,
CMOs need to embrace concepts of Living
Marketing by making customer-centricity
a priority and fully aligning CX across all
channels and touchpoints. Accenture
research has shown that industry leaders,
defined by their high readiness for sales
in the New, excel at front-end customer
engagement. Nearly all of them across
industrial industries (98 percent) have
embedded customer-centricity into the
fabric of the organization (versus 65
percent for those companies that are less
mature). Similarly, 95 percent of crossindustry leaders are committed to having
a continuous dialogue with customers,
starting in the pre-sales phase of the
customer lifecycle.4

Industrial CMOs who successfully assume
responsibility for CX at the beginning of
the customer lifecycle can not only create
the digital environment customers want,
but also seamlessly hand over potential
customers to sales or service teams once
they are ready. This calls for new working
relationships with the sales, service and
digital organizations.
CROSS INDUSTRY LEADERS

have embedded
customer-centricity
into the fabric of
the organization

are committed
to having a
continuous
dialogue with
customers

Prepare
for a highgrowth
future.
There is much that can be
done—starting with defining
the new roles needed to
deliver the new CX.
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More than three quarters (78 percent)
of CMOs feel prepared to meet their
performance objectives in three years’
time. That may sound encouraging, but
it is lower than the 91 percent of CMOs
from other industries who state they
are prepared.
There is much that can be done—starting
with defining the new roles that will be
needed to deliver the new CX. Insight
Providers, AI Designers, Trust Leaders and
Immersive Experience Designers will be
most in demand, according to our survey
respondents.

Establishing partnerships with outside
experts can also help ensure the organization
has the capabilities to deliver new and
differentiating CX (see following page).
Beyond new roles and ecosystem
partnerships, CMOs will need to build new
skills in-house to create the multi-channel
experiences industrial consumers now
crave. A technological understanding and
digital commerce skills are often lacking
in-house. Some CDOs and CSOs have
tried to close the gap by recruiting talent
from the outside.
As champions of front-end, digitally enabled
CX, CMOs can join them in overcoming the
talent challenge. A Center of Excellence or
shared talent pool can help ensure all CX
co-owners have access to the skills that are
needed most.

CX is a team sport
for John Deere
Farm equipment manufacturer John Deere has
recognized that its customers want more than
high-quality equipment: they want their farms to be
more productive. To help customers achieve that
goal, John Deere has partnered with weather and
telecommunications companies that, respectively,
provide accurate forecasts and equipment sensors
to manage and optimize irrigation schedules. At
John Deere, marketers are no longer just driving
awareness and consideration of tractors. They
are building relationships based on a deeper
understanding of customers’ needs.5
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Finally, it will be important to focus investments in technologies
that enable a personalized, frictionless customer experience.
CMOs generally agree that artificial intelligence (AI) and robotic
automation will enable marketing success in the future. The
majority believes that these technologies will improve the
performance of marketing operations (70 percent) and also
fundamentally impact the manner in which their companies
will interact with customers (69 percent).
Yet, 67 percent feel their organization is not ready to embrace
technology’s full potential. And 63 percent admit they lack the
required skills in voice commerce, intelligent algorithms and
personal assistants—as well as an understanding of how these
technologies can help their companies sell. This provides a clue
as to where initial technology investments might be focused.
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All in for CX
Thanks in large part to the digital disruption that is
changing B2B consumer behaviors and expectations,
CMOs in the industrial equipment business have an
unprecedented opportunity to contribute to CX in much
more meaningful ways.
Transitioning the CMO role is a necessary step to seizing new
growth. But it is not sufficient. Industrial companies also need to
create a culture and operating model in which multiple parties—
from the CMO to CSO and beyond—work together to optimize
customer experiences as a cohesive team. A unified approach
to CX will differentiate industrial leaders in the years ahead.

Companies that achieve the type of
hyper-relevance that B2B customers
now expect are 3X more likely to
achieve above-average revenue and
profit growth.
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About Accenture

The data in this report is based on
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33 CEOs from the industrial sector.
These participants are a subset of a larger
survey—935 CMOs and 564 CEOs in 12
countries across 17 industries Accenture
conducted in 2018. 38 percent of the
companies had revenues of between $1bn
and just under $5bn, another 33 percent
between $5bn and just under $10bn, and
another 29 percent over $10bn.
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