“I visualized
the design and
execution of a BPO
market engagement
as a classical
music score.”
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Orchestral
manoeuvres
in the dark
A market engagement approach
for BPO is essential, argues
William Carson of Concentrix
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t’s been 20 years, and I’m still
fascinated by the curious range of
attitudes to the function of marketing in business process outsourcing
(BPO). Back in the 1990s the marketing
team were glamorous, sophisticated,
suited and booted, and drank latte while
the rest of us were drinking builders’
brew. At the time, however, I was struck
by the disconnect between the marketing
output and the needs of the business,
the accountability for budget spent and
the impact on business won – the cause
and effect. With nine years of experience
behind me as a sales and marketing manager for a publishing firm, I had always
understood the impact of great marketing
campaigns as revenue. Arguably, that
was easier when there was a direct link
between product promotion and goods
sold. However, it was surely possible and
indeed necessary to make a similar link in
outsourcing.
Many years later, with several BPO
marketing roles in between, I found myself once again taking on the responsibility
for drinking latte and wearing the best
suits. This time around I was determined
to fashion a model for marketing that
would better serve the BPO business
through a defined process of linking
marketing outputs to pipeline benefit,
and sales.
A great deal had changed in those intervening years. Marketing had embraced
digital, BPO was awash with analysts,
forums, conferences and events, every
utterance had a hashtag and brands
were embracing their inner zen, with
corporate social responsibility jostling
with contract wins for PR inches. All demanded an assessment of their potential
to help drive business and reinforce the
brand’s message to the market, its clients,
stakeholders and investors, with a clear
impact sales profitability.
What hadn’t changed was the role of
relationships in B2B BPO. “People buy
people” is as old a sales mantra as it’s
possible to find, but people were now
online and still needed to “discover” one
another, within the appropriate vendor/
supplier context in an increasingly crowded marketplace. Whatever the approach,
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every function and marketing endeavour
needed to be examined for the expectation of what it would deliver, what that
would generate specific to the company’s
business goals and ultimately growth.

The Carson orchestral approach
to B2B market engagement

With my background in classical music, I
visualized the design and execution of a
BPO market engagement strategy that
included all these channels and elements
as an orchestral score. Many instruments,
but a single composition and a conductor
to interpret the score to get the best
from the players involved to make an
emotional and tangible connection with
the audience.
It made perfect sense to me and
perhaps anyone else who has sat in orchestra for six hours a week from the age
of nine. Like any great orchestral score,
the players all have specific roles to play,
but it is only when these are all brought
together as a performance that the interaction of the strings with the wind, the
brass with the percussion makes sense of
the composer’s vision.
I began with a whiteboard and drew a
typical score for a symphony orchestra. Any reader who has arranged and
orchestrated music for a group of players
will quickly get the idea:
l The melody, the top line, the bit
everyone hums, sits at the top. If a choir
isn’t involved, the usual suspects are the
violins and flutes. In market engagement,
these are the “dynamic” channels including Twitter, LinkedIn and even Instagram.
l Working down through the orchestra,
the lower strings and woodwind support
the melody – they represent published
content: articles, thought leadership and,
to a certain degree, brochure ware and
the corporate website.
l Then comes the brass. They take the
melody and throw it up in the air for a
moment emphasizing this or that element
of the theme. This is the PR function, cutting through the market noise to accentuate and reinforce the brand messaging.
l Right at the bottom of the score is the
percussion. They will often support the
brass and at different parts in the score,
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will create dramatic effect and demand
the audience’s attention. This represents
the award wins, the conference keynote
speeches, the contract wins and the messages investors, employees and clients
need to hear.
Like all great music, not all the instruments need to play at the same time –
nor should they. But when they do, or in
different combinations, it must be with a
purpose and it must be reflective of what
has come before and what is coming
next. In this sense, the role of conductor,
or director of market engagement, is key
to integrating individual performances
to maximize effect (productivity) and
produce an unforgettable impact on the
audience.

The overture

The orchestral market engagement
model is as much a way of thinking about
the role of market engagement as it is
about the outputs of the function. On
appointment, I ditched “marketing” in the
title and instead replaced it with “market
engagement”. This better identified the
role with its accountability for devising
and implementing a programme of activities that truly engaged with the market
and the brands we were seeking to work
with. At the heart of that programme
were the necessary relationships that
needed to be formed with partners that
could help deliver the outputs – these
are the instrumentalists, the players.
A partner for the purposes of the
orchestral model is any person or
organization that can affect a change in
the perception of the business that has a
direct or indirect positive impact on the
market and the profitable growth of the
business. These include:
l Analysts
l PR agency
l Blog writers/platforms
l Email provider/platform
l Membership bodies
l Event sponsorship companies
l Conference organizers
l Print and content production (online
and in print)
l Video
l Social media platforms

The model then seeks to apply robust
business relationship management
techniques with quantifiable results that
include tracking return on investment of
each “performer”. By utilizing the model,
the tangible outcomes of the performers
roll up to include:
l A clear articulation of the benefits of
market engagement to the business;
l An understanding of who the best
partners are for realizing those benefits
for the business and why;
l An understanding of the specific
benefits of certain market engagement
activities compared with others, including
return on investment;
l Articulation of market engagement as
an investment activity in the future health
of the business and not simply as an “inyear” budget consideration.

Seeking applause

“The melody,
the bit that
everybody hums,
sits at the top.”

of a particular piece of content.
For event sponsorship, conference
attendance and hospitality, the metric
will be designed to appreciate the more
nuanced nature of such activities that are
subject to last-minute change or other
impacts that are difficult to plan for.
When buying meetings at conference
ensure there is a contract that supports
repayment of some element of the fees if
the meetings are not what were agreed.
For engagement with industry membership groups, consider the level of
engagement and commitment needed
and the ability or limitations thereof to
support before applying a metric. But
once agreed, the metric should be as
robust as any other, with a part to play
for the business and therefore with a
clear opportunity to review progress and
any lack of support that could negate the
benefit of the membership.

Harmony

The market engagement model cuts
both ways. It is important to manage the
expectations of the market engagement
programme as perceived by stakeholders. On reflection, many marketing
teams are aloof to the endeavours and
needs of the sales team, with negative
results on the longevity of the roles and
functions involved. To avoid this, to bring
the business with you, use of the model
will require:
l Regular reviews with key internal
sponsors of partner relationships and
associated activities;
l Regular one-to-ones with key C-suite
team members on the board to understand any misperceptions or misunderstandings of what is happening in the
programme;
l If in a group company, regular reviews
with stakeholders in the wider com-
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The market engagement model I’ve proposed has no value if it cannot offer tools
for measuring the impact and benefits it
provides to the business.
By establishing a reporting template that
is specific to the dual aims of growing the
pipeline and winning opportunities, then
it isn’t too difficult to maintain a reporting
structure that will fully reflect the benefits
of the activities undertaken in a form that
is applicable to all stakeholders.
For example, it is relatively straightforward to approach reporting as a direct
extension to the tactical activities identified in the strategic plan. For example,
an event such as a conference will have
a key focus in mind, whether sector or
client-specific, acquiring new contacts or
account growth. An agreed expectation with a clear spend attached against
overall budget can be easily correlated
with data in the sales force, for example,
that records new logo opportunities and
value.
There are hard metrics and soft metrics
that can be used, and these are largely
self-evident dependent on what element
of the market engagement output is
being measured. For example:
For PR, email, blogs and social selling,
metrics can be agreed in advance and
specific to different stages of the life cycle
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pany – valuable for understanding that
the programme is aligned and moving in
harmony with the wider efforts to face off
to the audience;
l Treating the sales team as internal
clients to ensure activities align with
their team goals and objectives. A good
relationship with sales will feed invaluable
insights to the content, format and use of
materials: support from sales is crucial in
this regard.

“The orchestral
model has been
designed for
ease and
portability.”

The perfect cadence

In summary, my aim in developing this
new model has been to address the perennial challenges outsourcers have had
in engaging the right level of relationships,
with the right messaging delivered across
all media, to make a tangible difference to
the bottom line.
In B2B outsourcing, marketing has
developed over several decades from an
organizational necessity supporting sales
and communications to a key function
central to articulating a company’s proposition.
Evolution is needed, driven by the
requirement to respond to the opportunities and challenges offered by the
reach of the internet and its impact on
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forming and developing profitable business-to-business relationships.
Overall perception of the purpose
and output of the sales and marketing
department has remained fastened to a
past where marketing spends money and
sales makes money.
The 21st century offers an exciting opportunity for marketing to break with past
models and take on a new dominance
within the organization, including at board
level, in the pursuance of outcomes that
deliver real and tangible returns to the
company’s bottom line.
The orchestral model of B2B market
engagement aims to address these
challenges and has been developed
for ease and portability across a BPO’s
global business. Simply by hiring new
players in different geos to perform the
same score, the benefits can be realized,
understood and replicated.
How: establish an innovative, repeatable, scalable and flexible market engagement model;
Repeatable: a framework of partners,
processes and mechanisms for communication and engagement that can be used
again and again whatever the sector or
geography;
Scalable: an approach that is not only
applicable to teams operating in mature
outsourcing markets such as the UK but
also in countries that are emerging where
resource and investment is low;
Flexible: a model for marketing spend
that can be invested with trusted partners being paid as needed rather than
allocating budgets to dedicated marketing
resources as a fixed cost.
Any model is only as good as the
people driving it. That’s why there are
amateur orchestras and professional
ones. Adopting an orchestral approach to
your B2B marketing endeavours won’t
automatically change your fortunes: that
will take discipline, commitment, persuasion and courage.
It will, however, provide a focus and a
template for measuring the effectiveness
of your existing plan, how it integrates
and supports sales, and help identify gaps
in your internal resources and partner
network..

